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Abstract of the Dissertation
The Identification of Behavioral Indicators of a Superintendent's 
Leadership Success -- A Delphi Study
Player, Douglas G. University of San Diego, 1995, 239 pp.
Director: Raymond F. Latta, Ph.D.
In British Columbia, as well as other Canadian provinces, an annual 
report is produced by every school district. The report informs the citizens 
using a variety of indicators that demonstrate the level of success of the 
district. These reports do not include specific indicators on the level of 
success of the superintendent or other administrators in the district. This 
study sought to identify and describe behaviors that could serve as indicators 
of a superintendent's leadership success. It also sought to ensure that the 
indicators were aligned with the leadership behaviors applicable to a Total 
Quality Management model.
The research methodology used a Delphi process that required three 
iterations. Questionnaires were sent to three groups of panelists: (a) chief 
executive officers in business and industry in British Columbia; (b) 
superintendents of schools throughout Canada; and (c) writers in North 
America. Thirty-one behaviors were identified,described and prioritized.
The top seven behaviors were, in order of priority: (1) develops, shares and 
focuses on a vision for the organization that leads to the future; (2) focuses 
on the primary activity of the organization, that of learning; (3) maintains 
ethical standards and integrity; (4) builds, maintains and fosters relationships
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within and without the organization; (5) ensures that leadership is 
participatory in nature and/or encourages decisive decision making at the 
action level; (6) communicates continuously and effectively; and (7) creates 
and nurtures a learning community culture. The findings were compared and 
triangulated with Deming's 14 points of quality and with prior research on 
leadership behavior. A statistical analysis using the Kendall W was applied 
and produced a coefficient of concordance that showed no significance at 
the .05 level. Therefore, the null hypothesis that the two populations had no 
common rankings was rejected.
A comparison of the top seven behaviors revealed an alignment with 
the principles of quality. Specific discrepancies in rankings by the two 
panelist groups were examined. A draft model of a behaviorally anchored 
rating scale model was produced. Suggestions for both further study and 
upon which superintendent growth and development programs could be 
developed or imported from industry were made.
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Chapter One: Statement of the Problem
Total Quality Management (TQM) has had a major influence on the 
development of quality indicators in business. The TQM movement arose out of 
a concern that businesses were not producing the quality of product demanded 
by the consumer or providing the service to meet the consumer's needs and 
demands. TQM is beginning to have an impact on education for similar reasons. 
Parents, businesses, and the public at large are demanding that students who 
graduate be better equipped to meet the demands of the information age. The 
consumer is demanding a better quality product from the public school system 
(Streshley & Newcomer 1994). As a result, governments have responded in a 
variety of ways, one of which is to provide the public with more and better 
information on the quality of the schools. In British Columbia and, more recently, 
in Alberta an annual district report is now required by law (British Columbia 
School Act, 1992).
The British Columbia district annual report is mandated to provide 
information to the public that indicates, under the goals of the province, citizens 
are receiving value for their tax dollar. The current reports, due to a lack of a 
specified structure, vary in their scope and details. As a result, the government 
has initiated a program that will bring greater standardization to the reports (See 
Appendix A). One area that has not been included in the district annual report is 
an assessment of the success of the leadership of the superintendent. The
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government is seeking ways to provide such data. This study was intended to 
contribute to the process providing citizens with information about the 
performance of the senior school district administrator.
California's Proposition 98 mandated annual school report cards, but to 
date, like the British Columbia experience, only traditional measures such as test 
scores are being used as indicators. In a system seeking continuous quality 
improvement, traditional indicators do not go far enough. Total Quality, through 
such indices as the Baldridge criteria, offers alternatives to the traditional 
indicators (Hart & Bogan, 1992).
Kouzes and Pozner (1993, p. 220) pointed out that "we have awakened to 
the silent terror of declining resources and social fortunes accompanied by a loss 
of confidence in our leaders, in our institutions and even in ourselves." At the 
same time, we know that credibility is critical to the working relationship a 
superintendent has with his/her constituents. Kanter's research (1977) made it 
clear that a leader's credibility is more important than many other factors. The 
data gathering and reporting aspects of TQM, that include "softer" qualitative 
surveys of consumer opinions, provide one example of a means of reporting to 
the public the success of the superintendent.
We know that the client focus within the TQM model reflects the 
commitment most educational restructuring initiatives have made to create a role 
for parents as partners in their children's education (Murphy, 1991; Newman 
1993). The school system's need for TQM is demonstrated by the number of 
illiterates being turned out annually who somehow escape every effort to
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
educate them even though the pupil-teacher ratio is the lowest ever (Johnston, 
1993, p. 13). Johnston (1993) went on to suggest that "the installation of TQM 
stands to contribute more to the school system at less cost than any other 
process possible" (p. 13). Similarly, we are told that total quality organizations 
and transformational leadership, while concepts developed in non-educational 
settings, are of increasing interest to those attempting to restructure schools 
(Leithwood & Steinbach, 1993; Sergiovanni, 1990; Bonstingl, 1992). It was the 
leadership of the district that this researcher was interested in studying.
Identifying behavioral indicators of a superintendent's leadership success would 
enable assessing and reporting on these behaviors, thus assisting in improving 
the quality of the district.
This study sought to create a list of behaviors that could serve as 
indicators of a superintendent's success [or lack of it] as a leader, thus enabling 
a school board to assess and report that success to the public. The intent of 
producing the list in a priorized order was to provide boards with data that could 
be used to improve the practice of measuring a superintendent's leadership 
success. The list would provide concrete behaviors that could be examined 
through consumer surveys. The data gathered from such surveys could then be 
used to report to the public as well as to design a professional growth plan for 
the superintendent. The practice of listening to the consumer is consistent with 
those undertaken in a TQM environment. Hayes (1992) pointed out that the 
measurement of customers' attitudes is becoming an important element in the 
quality movement in organizations. He also pointed out that "soft" measures that 
focus on perceptions and attitudes, rather than more concrete objective data, are 
used to determine the success of the various aspects of the organization. A list
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of priorized behavioral indicators allows a school board to both measure the 
success of leadership at the district level and target these behaviors which, when 
improved, will strengthen leadership the most.
Significance of the Study
The state or province has the right and responsibility to ensure that the 
districts are functioning at acceptable levels -- fiscally, administratively, and 
educationally -- while the districts are responsible for ensuring that the schools 
are functioning well (Cooley & George, 1992). The annual report in British 
Columbia has addressed, in part, the educational and fiscal reporting but little 
has been done to address the assessment of the level of administrative success. 
Cooley and George (1992) noted that efforts to improve education would be 
greatly facilitated if a broad set of indicators were available that provided useful 
information about the system and how the various components interact and 
change over time. Of critical importance is the need to use appropriate 
indicators. All too often educational reform is influenced by disinformation 
(Berliner, 1992).
This research has sought to identify indicators of the superintendent's 
leadership success that can be assessed by the public. Such indicators could 
serve as a means of providing the superintendent with evaluative feedback.
They might also be utilized to report to the school board, district personnel, and 
to the public through a district level annual report. As Darling-Hammond (1992) 
suggested, leadership indicators would be an additional illuminator of 
educational activities. Identifying leadership behavior indicators would also
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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enable the benchmarking of successful superintendents, a practice that is used 
effectively in quality organizations in the world of business (Spendolini, 1992).
The significance of this study was to establish key leadership behaviors 
that could be used by the British Columbia Ministry of Education to launch a 
benchmarking project involving superintendents. This could be developed in 
cooperation with the Technology Alliance of British Columbia's current "Project 
Benchmark". This project is attempting to develop curricular benchmarks as a 
basis for reporting to the public the applicability of curriculum to industry.
As in industry, the productivity of any school depends mostly on the skill of 
those who directly manage the workers or interact with the customers. In the 
case of schools, this group is the teachers. Yet according to Deming (1986), 
teachers' success depends almost completely on how well they in turn are 
managed and supported by the administrators above them. If this is correct, the 
school-based administrators have a strong impact upon the classroom. Thus, 
the examination of the leadership behaviors of the superintendent becomes very 
important to the success of the overall enterprise as the superintendent 
manages and sets both the tone and direction with the principals. By identifying 
indicators and receiving direct customer input on those indicators, the 
organization could gain current readings on customer satisfaction level. If we are 
to work to continuously improve the entire school system, then we must require 
the extensive collection of data so that we can both determine which of the 
systems or sub-systems need attention, and address the credibility gap that 
currently exists with respect to leadership at the district level. (Blankenstein,
1992; Kouzes & Posner, 1993).
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The significance of this study is that all top seven behaviors that were 
identified have been linked with Deming's 14 Points (1986) on quality. By 
determining the extent to which a superintendent's behaviors match these 
priorities, it follows that the quality of the district's leadership could be measured.
An anticipated outcome of this study was the creation of a behavioral 
anchored rating scale that could form the basis for assessing and reporting a 
superintendent's success as a leader to the public. The scale could also act as 
the foundation for establishing a superintendent's leadership growth and 
development plan. TQM emphasizes the continuous growth and development of 
all members of the organization including the leader. Thus, gathering data upon 
which to base the leadership growth and development plan of the superintendent 
was seen as a valuable benefit of establishing behavioral indicators.
Purpose
The purpose of this study was to develop a list of priorized behaviors to 
serve as indicators of a superintendent's success as a leader in a school system 
seeking continuous quality improvement. This was accomplished by conducting 
a Delphi (Linstone & Turoff, 1975) study using three groups of experts. The first 
group consisted of individuals in academic fields involved in the research and 
study of leadership and recognized writers who had written in the field of 
leadership in education and business. Business leaders from British Columbia, 
in particular CEOs, constituted a second group. The third group consisted of 
selected superintendents within Canada. A nested sub-group of superintendents 
and chief executive officers was to be used to determine if a difference existed
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
between systems that were involved in a total quality program and those that are
not involved in a total quality program.
Research Questions
1. What superintendent behaviors constitute successful leadership?
2. What is the perceived order of importance, by each group, of the identified 
behaviors as the behaviors relate to leadership success?
3. Do perceived differences and ranking of the behaviors exist among or 
within each group?
Corollary research questions.
4. How can knowledge about leadership success be reported to educational 
stakeholders via the British Columbia annual report system?
5. Can behavioral indicators provide a foundation upon which to build a 
leadership growth and development plan for the superintendent?
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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Definition of Terms
360° (degree) Feedback: A method of gathering opinion on an individual's 
performance by surveying direct reports, peers, supervisors, and customers.
Baldn'dge: A national quality award designed to reward organizations that 
practice the principles of Total Quality Management.
Behavior. A function of the person and the situation in interaction with one 
another.
Benchmarking: A process of identifying and emulating other organizations that 
are best at performing the tasks that need to be improved.
Behavioral Anchored Rating Scale: A rating scale of three or more points on 
which the behavior of interest is specifically described for each point on the 
scale.
Behavioral Indicator. An observable measure of action undertaken by a 
superintendent to provide leadership.
Continuous Quality Improvement: A value of business and service organizations 
that suggests an openness to, and behavior in support of, changes intended to 
make a service or product better meet the customer's expectations.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
Customer. The customer is defined as the recipient of the educational services 
of the superintendent. For the purposes of this study, the customers included 
individuals from within the following groups: trustees, teachers, support staff, 
parents, members of the business community, residents who do not have 
children, and students (past and present). In addition, Ministry of Education 
officials and business partners outside the community would also be considered 
customers.
Indicator. A numerical measure of some important aspect of the educational 
system.
Leadership: The influence relationship that brings about positive intended 
change in an organization by transforming followers into leaders while bringing 
out the best in both.
Quality Indicator. A measure that, if tracked, is used to gather evidence of 
continuous improvement in a system.
Success: The ability to consistently meet or exceed customer expectations.
Total Quality Management: A structured system for meeting and exceeding 
customer needs by creating organization wide participation in the planning and 
implementation of continuous quality improvement processes.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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Limitations and Assumptions
The limitations of this study are threefold. First, the population sample 
relates to only one country in the case of superintendents and to one province in 
the case of CEOs. This makes the potential for use of the data as a base for 
reporting in the B.C. school district annual reports more applicable but may limit 
the ability to generalize beyond the provincial or national boundaries.
Second, the choice of the Delphi technique poses its own limitations. 
While this technique provides the advantage of anonymity of response that helps 
to overcome the psychological barriers of face-to-face panel discussions, the 
validity of the results could be influenced by the potential marginal capabilities of 
the experts. However, in view of the fact that these experts have risen to the 
level of leadership that they currently occupy, this limitation is seen as marginal. 
More important was the limited sample size that falls at the bottom of the 
acceptable limits suggested by the research on the Delphi.
Third, a limit on this study is the lack of research on superintendent 
behaviors with which the results of the study could be compared. This restricts 
the ability to validate the results through former research.
A number of assumptions underlie the basis for this project. First, the 
researcher assumed that behaviors that relate to a leader's success could be 
identified. Another assumption was made that the position or vocation of the 
panelists gives them the necessary expertise to deal with this subject and, 
therefore, be considered experts in their position. Further, it is assumed that the
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
CEOs and superintendents will have more than a reading knowledge of both 
quality and leadership effectiveness. However, very few school districts are 
immersed in the quality journey. Finally, the assumption was made that the 
superintendent's behaviors refer to a superintendent who was the chief executive 
officer of his/her organization as opposed to one who operated in a district with a 
dual leadership model in which the secretary treasurer and superintendent had 
equal authority.
Organization of the Dissertation
This dissertation reports on the researcher’s attempt to identify behavioral 
indicators of successful superintendents. Upon identification, the indicators 
could be used as the base for developing a behavioral anchored rating scale that 
may enable reporting the quality of a district’s leadership in an annual report.
The dissertation has been organized into five chapters. Chapter One 
contains an overview of the problem, significance and purpose of the study, 
research questions, definition of key terms, and concludes with a discussion of 
the limitations and assumptions pertinent to the study. Chapter Two provides a 
comprehensive review of the literature, examined prior to beginning the study, on 
the area of leadership behaviors. This chapter also provides a brief review of the 
literature surrounding the Quality Movement, as it applies directly to the issue of 
leadership in an organization that has undertaken a formal Total Quality 
program. Chapter Three provides a synopsis of the research design and 
methodology which, in this case, used a Delphi approach. Chapter Four deals 
extensively with the findings of the study. The results of each round of the
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
Delphi are detailed, as are the demographic data of the panelists and their 
organizations. A thorough discussion of the findings is undertaken and the 
findings are summarized. The final chapter, Chapter Five, contains the findings, 
conclusions, and recommendations of the study.
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Chapter Two: Review of the Literature
This chapter provides a comprehensive review of the literature, examined 
prior to beginning the study, on the area of leadership behaviors. It also 
provides a brief review of the literature surrounding the Quality Movement, as it 
applies directly to the issue of leadership in an organization that has undertaken 
a formal Total Quality program. This review of the literature addresses six major 
areas: (a) the definition of leadership as it applies to this research; (b) a review 
of the research as it applies to a senior leader’s behavior; (c) a specific look at 
studies of the superintendent’s behavior; (d) a look at the CEO's behavior; (e) a 
consideration of indicators identified as linked to leadership in the Quality 
Movement; and (f) the Delphi as a methodology.
The organization of this review is designed to provide a leadership 
definition first as it forms the basis for any indicator of success that may be 
found. It was expected in the study that the panelists would consider their 
advice in view of the researcher's definition. It would not be possible to develop 
a clear definition of leadership without a thorough review of the current literature.
Similarly, the review of the literature was undertaken to examine any 
previously identified leadership behaviors. This served two useful purposes. 
First, the researcher would know what behaviors had been identified as key 
indicators of a superintendent’s success. Second, the review would assist in 
identifying leadership components that serve as the founding principles of the
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
Total Quality Movement. Identifying linkages between the behaviors identified by 
the panelists and those identified by the TQM model would enable the 
researcher to confirm that the behaviors were acceptable indicators of a 
superintendent’s leadership success in a TQM environment.
The examination of quality and quality indicators in the literature review 
was undertaken to ensure that the behavioral indicators identified would remain 
true to the behaviors that the Quality Movement has deemed to be most directly 
linked to assessing continuous quality improvement in an organization. It would 
also serve to verify the importance that leadership plays in improving quality in 
an organization.
Finally, this review concludes with an examination of the literature related 
to the Delphi as a methodology for collecting expert opinion. This methodology 
was chosen for this study as it provides an efficient manner of gathering the 
opinions of CEOs and superintendents on behavior indicators.
Leadership Defined
Leadership has proven to be very difficult to define. Bennis and Nanus 
(1985) reported that they had located over 350 definitions of leadership in the 
literature. Rost (1991), in developing his definition, analyzed 221 definitions in 
materials written from 1900 to 1990. However, Rost did note a significant 
change in the emphasis in definitions as the decades progressed. The first three 
decades saw an emphasis on control and centralization of authority. In the two 
decades following, leadership definitions tended to take on a group approach
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that led to Gibb (1969) defining leadership in terms of a noncoercive influence 
relationship. This approach has had an obvious impact on Rost as he used the 
same parameters in his own definition. Rost believed that the relationship had to 
reflect mutual purposes and, as such, coercion could not be applied. A definition 
that eliminates any coercion also removes the application of certain behaviors 
that were a part of the “command and control” model of leadership. In the case 
of a superintendent subtle power use, such as promises of promotion or threat of 
demotion, would be considered unacceptable.
The decade of the 1960s saw Fielder (1967) and others use such terms 
as directing and coordinating. This was also the period when individuals 
engaged in MBA programs were imbued with the idea of leadership being 
defined in terms of the behaviors of planning, organizing, directing, and 
controlling. These terms alone identified behaviors that were used to establish 
measures of leadership success. Thus, an individual who could organize was 
often seen as a leader. In the school system, this often led to the appointment of 
those who were seen to be excellent organizers in athletics. Many athletic 
coaches, for example, were promoted to the ranks of administration. Some 
proved to be leaders while others remained only strong managers.
However, in 1978 James MacGregor Burns' Pulitzer prize winning book 
Leadership brought a new direction to leadership study with his emphasis on the 
transformational nature of the leader's role. He spoke of the mutuality of the 
leadership process between leaders and followers with each helping the other 
grow and become more effective. Burns viewed the role of the leader as one of 
developing leadership in followers. This change in emphasis altered the
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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behaviors expected of a leader. Planning and organizing became tasks of the 
middle manager rather than that of the leader. Directing and controlling 
behaviors were not seen to contribute to the growth and development of 
followers and were, therefore, considered liabilities.
Bennis and Nanus (1985) in their work also saw leadership as 
transformational in that they believed the leader's most important task was to 
transform his/her followers into leaders who acted as change agents committed 
to action. Building upon this transformational yet behavioral approach, Kouzes 
and Posner (1987) developed their definition of leadership based upon Maslow's 
hierarchy of needs and posited that leadership involved a process of achieving 
one's personal best, thereby bringing out the best in both the leaders and their 
followers. They went on to suggest that there were specific practices and 
commitments undertaken by leaders who achieve extraordinary results within 
their organization. In 1990, Rost gave his interim definition that stated that 
leadership was "an influence relationship among leaders and followers who 
intend real changes that reflect their mutual purposes" (p. 102). He has since 
(1993) changed the term “followers” to “collaborators” (p. 99). Thus, the trend in 
leadership definitions is to move away from the control theories of the past to the 
collaborative influence relationships emphasizing the growth of followers.
Maxwell (1993) perhaps best summarized this trend by stating that “leadership is 
influence" (p. 1).
The theoretical change suggests that a controlling leader’s behaviors 
would be different from those of an influencing leader’s behavior. If a 
superintendent is to be successful in terms of current leadership practice, there
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may be behaviors that can be identified that may foster the kind of leadership 
that the more current definitions describe. This study has provided its own 
definition of leadership drawn from the recent scholars. For the purposes of this 
study, leadership was defined as: “the influence relationship that brings about 
positive intended change in an organization by transforming followers into 
leaders while bringing out the best in both”. Combined with the definition of 
success given earlier, which is based upon the TQM systemic approach to 
leadership, this study sought to identify those superintendent behaviors that 
were most likely to satisfy the definition of leadership utilized in this study as well 
as the definition of success.
Leadership Behavior
Burns (1978) noted that leadership is one of the most observed and 
least understood phenomena on earth. Clark and Clark (1990) stated that there 
were not a large number of comprehensive, rigorous studies of leadership. 
Truskie (1990) noted that while there have been thousands of studies conducted 
in the general area of leadership, few have focused on leadership at the top. 
Bridges’ (1982) research suggested that there is a total lack of studies that 
describe the behaviors and skills of groups of superintendents who are 
exemplary in various types of districts. The literature is limited on the topic of a 
leader's behavior at the superintendent's level because, as Boyatzis (1982) 
noted, until recently, most leaders studied were at the lowest levels of 
organizations. Recently more attention has been given to senior leaders and 
executives (Kotter, 1982; Levinson & Rosenthal, 1984; Pincus, 1994). Even
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these studies were often narrowly focused. Pincus (1994), for example, 
concentrated only on a leader’s communication behavior.
Early studies of leaders focused on their traits. The fault with the trait 
theory approach was an absence of consideration of the situation faced by the 
leader, including the followers to be led, and of any concern with the quality of 
the leader's performance. Hence, the development of lists of desired qualities of 
leaders has given way to an approach that deals with leadership, events, and 
behaviors in an attempt to understand the roles of various participants in such 
events (Clark & Clark, 1990). Sales' (1989) in-depth examination of leadership 
noted that managerial work is behaviorally demanding. “It is much more than 
reflecting. It requires the ability to shift from one style and set of movements to 
another in a matter of moments" (p. 17). He goes on to point out that European 
studies found that it was unusual for CEOs to work at any one thing for any 
longer than one half hour. In pointing to relationships as the key to leadership, 
Sales suggests that leaders are peripatetic with their working life being a never 
ending series of contacts with others.
The study of behaviors is hampered by the problematic situation that the 
behaviors of leaders are not easily described nor readily categorized (Clark & 
Clark 1990). The most significant early work on leadership functions was the 
research done by Shartle and his colleagues at Ohio State University on 
dimensions of leader behavior among naval officers (Shartle & Stogdill, 1948; 
Fleishman, 1973). These studies produced the Leadership Behavior Description 
Questionnaire which measures the main factors of leader consideration and 
initiating structure.
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Equally significant was the study at Harvard by Bales (1958) who 
identified two critical dimensions of behavior: behavior centered on task 
accomplishment; and behavior that was directed toward interpersonal relations, 
which Bales labeled "socio-emotional relationship". The work completed at both 
Ohio State and Harvard was done in the same era as the popularization of the 
MBA programs that operated on a different leadership definition from those that 
are used in the 1990s. Therefore, the behaviors associated with these studies 
lack a relational context.
One series of organizational studies summarized in Kahn and Katz (1960) 
indicates more effective leaders: (a) behave so as to make clear the 
differentiation of their role from that of employees by refraining from performing 
the same functions as the rank and file worker; (b) spend substantial time in 
supervisory functions -  but not closely supervising employee behavior minute by 
minute; and (c) orient their behavior predominantly toward employee concerns 
rather than behaving in a more institutional fashion. This study's findings 
suggested a supervisory function that is hierarchically based and substantially 
different from the collaborative models of leadership that are currently favored.
Hersey and Blanchard (1969) and House (1971) suggested that 
effectiveness depended on engaging in different combinations of task and 
relationship behavior in different situations. House and Baetz (1979) supported 
this so called situational leadership approach. This approach still guides much of 
the leadership behavior training given to leaders in organizations. However, 
Sashkin and Burke (1978) found that situational approaches seem to work well, 
for clear reasons, or even better, but for very unclear reasons. These
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approaches would work well when the situation seemed to require clear direction 
from the leader and there was a return to the “command and control” model. On 
the other hand, when the situation called for a more ambiguous response, the 
model seemed to work better. In essence, the follower was more empowered in 
the latter situation.
Leadership behavior was seen by Sashkin and Burke (1990) as 
purposefully conceived and directed by leaders capable [having the requisite 
personal characteristics] of dealing with specific organizational conditions and 
needs. They also claimed that visionary leaders empower followers through their 
[the leader's] actions both on an organizational level and on an individual 
interpersonal level by means of behaviors they employ. This approach to 
leadership behavior exemplifies the current development of the transformational 
movement in leadership.
Dean and Mary Tjosvold (1991) believed that leadership was creating 
positive relationships and cited studies that demonstrated that collaborative, 
participatory behavior in leaders inspired commitment from followers. Moreover, 
they suggested that what successful leaders have in common were interpersonal 
abilities and sensibilities.
Eggers and Leahy's (1994) recent study of 346 entrepreneurial leaders 
identified 34 leadership skills, of which the top seven were: financial 
management, communication, motivation of others, vision, self motivation, 
planning/goal setting, and marketing. It is worth noting that they found that the 
ability to express ideas was only a portion of the required communication skills.
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Of equal importance was the ability to listen openly and carefully to others. 
Perhaps this showed the individuals that their ideas were valued.
Jaques (1989) also found that effective leaders use power to give 
ownership to empower others, who then use power and influence to enact the 
leader's vision of the organization.
Sashkin and Burke (1990) believed that a comprehensive understanding 
of organizational leadership must incorporate three elements: (a) the leader's 
personal characteristics; (b) the leader's effect on organizational functioning and 
culture; and (c) the leader’s behavior. It is the third element, behavior, that this 
study addressed. In doing so, this study attempted to determine if there was 
consensus among three groups represented on the panel with respect to the 
priorized behaviors that constitute successful leadership by a superintendent. 
The need for research on specific behaviors was confirmed by Yukl (1989) who 
stated that “further progress in the behavior research requires a shift in focus to 
more specific aspects of behavior” (p. 273).
The literature suggests that transformational leadership is a process of 
mutual actualization between a leader and followers. Through this process of 
mutual actualization, leadership enhances the performance of both leader and 
followers. An examination of the literature regarding behaviors of CEOs was 
undertaken to determine behaviors that school superintendents who are CEOs 
might employ to achieve that mutual actualization.
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Chief Executive Officer Behaviors
The superintendent is seen as the CEO of a school district. A review of 
research related to the behaviors of successful CEOs in business and industry 
revealed some interesting findings and implications.
George Steiner (1983), in a study of 47 executives (25 of who were CEOs 
from the largest corporations in the United States), identified 14 essential skills 
and qualities required of the ‘new’ Chief Executive Officer (CEO). The eight 
essential skills that could manifest as behaviors were: (a) being a leader, in the 
sense of being an enabler; (b) envisioning the future and leading followers 
toward that vision; (c) balancing, in the decision making process, both traditional 
economic considerations and non-economic interests of internal and external 
interests; (d) assuming personal responsibility for advocacy and activism on 
behalf of the organization by being the spokesperson; (e) formulating his thinking 
on a wide range of issues of the day and communicating it effectively; (f) 
swimming in political waters; (g) planning for constant change; and (h) 
maintaining poise at all times. School systems on this continent are undergoing 
constant change, both fiscally and philosophically, and the expectation is that 
superintendents will maintain their poise at all times.
Bennis and Nanus (1985) studied the lives of 90 CEOs, most of whom led 
Fortune 500 companies. They were looking for qualities that were common to 
these leaders. The researchers noted that most of the CEOs were men and 
discovered that the only thing that the majority of these leaders had in common 
was that they were still married to their first spouse. Even this becomes a
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challenge in the superintendency as the commitment to school, community, and 
professional events often leads to an imbalance between home and professional 
life.
Kouzes and Posner (1987) studied the lives of 500 middle-level and 
senior-level managers and determined that there were a series of practices and 
commitments that leaders undertake to achieve peak performance. Their list 
included, what they referred to as, the five best practices known as: (a) 
challenging the process; (b) inspiring a shared vision; (c) enabling others to act; 
(d) modeling the way; and (e) encouraging the heart (p. 8). These practices 
have furthered the transformational leadership movement. However, the actual 
behaviors that CEOs or superintendents might undertake to accomplish these 
practices were not clearly identified by this study.
These two researchers have more recently concentrated on the credibility 
issue confronting senior leaders and have developed a number of 
recommendations on the ways through which a leader can develop and maintain 
credibility. Their work in this area reinforces the need to develop 
transformational leadership attributes in the CEO. However, while they speak of 
some behaviors such as communicating, they too fail to provide a clear 
description of how leadership behavior manifests itself. If indicators of 
successful superintendent leadership are to be developed, then the observer 
[the customer] must have a clear picture and description of the behavior.
David Kurtz’s (1989) study of over 200 CEOs found a common behavior 
that is consistent with Theory Y or the use of participatory decision making. He
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also noted that CEOs tended to be well organized, humorous, and creative 
although he did not describe the behaviors that identified these characteristics.
Jaques (1989) found that leaders at the top of an organization must have 
a long-range vision and accompanying goals. He found that executives must 
think and function over periods of at least a decade or two. This finding has 
significant implications for a school district setting in that superintendents operate 
in a political venue in which the politician's term is only three years. Thus, if a 
long span of vision is demonstrated as an important behavior, what are the 
implications for the success of a superintendent who may be trying to survive the 
politics of a short-term Board?
This whole survival agenda is commented on extensively in a recent study 
by Jeffries (1994). She makes the point by quoting Willard Waller who, writing in 
Sociology of Teaching in 1932, describes a situation that still exists. Waller says 
that for the superintendent:
Opportunities for becoming unpopular, to the point, almost, of infamy, are 
numerous, but opportunities for gaining friends are few. At the end of the 
first year, the superintendent has made some enemies but the majority of 
the community ... is still satisfied with the manner in which he is 
conducting the school [district]. He has made some bitter enemies, as, 
unavoidably he must... The superintendent has now acquired certain 
enemies on the school board and they serve the community as further 
radiant points of antagonism toward him. But the important fact, and the 
inexorable tragedy of the superintendent’s life, is that in the second year,
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he usually makes a few more enemies but rarely has an opportunity to 
restore the balance by making friends of those who have previously been 
inimical to him. If he does win at the end of the second year, he stands a 
greater chance of losing in the third year, for his position is continuously 
weakened. He makes more enemies, and only lukewarm friends.
(Quoted in Jeffries, 1994, pp. 77-78)
The extent to which such a survival agenda might affect the panelists in 
this study remains to be seen.
In examining behaviors of profit achieving CEOs, Frank Toney (1994) 
found four areas to be critical. First, these CEOs built efficient organizational 
structures wherein strategy was goal focused. Second, they communicated with 
their subordinates in such a way that the vision was clearly defined. They were 
inspirational in their communication and built teams within the structures while 
interacting informally with individuals within the organization. They also 
communicated by being a positive role model. Third, the CEOs identified were 
constantly scanning the environment and optimizing their channels of 
information. Finally, this study found that the profitable CEOs critically analyzed 
alternatives, particularly in relation to cash flow and product costing. The latter 
skill is becoming more critical to superintendents who are seeing a diminishing of 
public funding and, in many cases, becoming entrepreneurial in their approach to 
district leadership. This is evidenced in British Columbia by superintendents of 
44 districts who are now recruiting foreign students to supplement school district 
budgets by millions of dollars.
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In a study of 18 visionary companies, where the average age of the 
company was 92 years and which were identified from an original survey sample 
of 700 CEOs, Collins and Porras (1994) found that the key actions of CEOs were 
similar to "the yin and the yang". CEOs needed to preserve the core of the 
organization while at the same time stimulating progress but, here again, no 
specific behaviors were suggested to accomplish these seemingly opposite 
actions. Even though no behaviors were suggested, the study applies well to a 
school system that is so steeped in such tradition that the required progress and 
meaningful reform are often hard for the superintendent to accomplish.
Superintendent Behaviors
Blumberg and Blumberg (1985) spoke to the behaviors of superintendents 
who were successful in terms of the survival agenda when they explained:
The politics of their survival has been less concerned with surviving per se 
and more with behaving in ways that permit them to have a continuing 
productive impact upon the system, thus ensuring their survival and 
power. That is, they become a commodity that is valued because it is 
potent and active, and not because it is impotent and inactive, (p. 50)
Behaving in a productive manner is useful today only if the productivity 
contributes to the quality of the system and the quality of the education that 
students in the system receive. Thus, while the survival agenda is likely to be 
ever present, studies seeking to identify, not only survival behaviors, but also 
behaviors that act as indicators of quality in leadership, are much needed. One
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such study was conducted by Thomas (1994), a British Columbia 
superintendent. In his review of the research on leadership, he concluded that 
there were 20 learned qualities which leaders develop to increase their 
effectiveness in leadership situations. He believed that the degree to which the 
characteristics are integrated and applied determined the degree to which they 
become indicators of leadership effectiveness. His list included some items that 
could be classified as behaviors, such as: leaders communicate; leaders plan 
their future; and leaders problem find. While these items indicated behavior, 
they did not provide a description of how the behavior manifested itself when 
undertaken by a superintendent. It is this description of the manifestation of the 
behavior that would allow the behavior to be identified and used as an indicator 
of a superintendent's leadership success.
The research of Kirby et al (1992) on extraordinary leaders in education 
confirmed Sashkin’s findings that these individuals are visionary leaders who 
“express their visions through effective communication, are consistent in their 
actions to support their visions, show respect for others and value their input, 
and act to create risks that others can support and achieve" (p. 309). This study 
also found that leaders encouraged followers to challenge their old ways.
Kirby is not alone in her assessment of vision as a critical factor in 
successful leadership. Schlechty (1990) spoke of it as the first essential in 
leading an educational organization. Senge (1990) saw vision as an imperative 
to the successful learning organization. He stated that vision “is a force in 
people’s hearts, a force of impressive powers” (p. 206). The behavior of
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visioning is somewhat abstract to many and needs to be clearly described if it is 
to be used as an indicator.
Lee (1991), in her review of the literature, identified five key behaviors of 
effective leaders in education. These were: (a) formulating a shared vision; (b) 
defining and setting goals; (c) empowerment; (d) building and maintaining a 
positive climate; and (e) communicating effectively. This thorough review adds 
to the potency of visioning as a key behavioral indicator of a superintendent's 
leadership success.
Saskatchewan Director of Education Eale Newton (1991), in his paper 
‘Voices, Vision and Vitality: International Indicators of Effective Superintendents’ 
Leadership’, notes that effective superintendents “have ongoing cycles of 
planning, acting, observing and reflecting" (p. 8). He also suggested that 
superintendents have time to read and think and engage in lifelong learning. His 
research findings identified the following behaviors as critical to a 
superintendent’s success:
1. Voices: Effective superintendents listen to all partners in education. They 
have both systematic and informal procedures for doing so.
2. Vision: Effective superintendents have personal visions that they 
articulate and share in the process of working towards a system vision.
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3. Related to voices and vision, effective superintendents can link “bottom 
up” or local initiatives with “top down" or external expectations by seeing 
both as part of a bigger picture.
4. Much of the above is integrated by effective superintendents through 
some form of strategic planning.
5. In effective school jurisdictions there is emphasis on the system. High 
expectations in terms of priorities, monitoring, and evaluations are 
balanced with comprehensive professional development programs and 
personal encouragement. Such systems are, therefore, simultaneously 
loose-tight with sufficient linkage to coordinate efforts.
6. There is not only tolerance for complexity but a vitality in dealing with it, as 
effective school systems move toward becoming learning organizations.
7. Effective administrators show the way by being action oriented, by having 
the human relations skills to involve all stakeholders, and by working 
toward a shared articulated vision and by being politically astute, (p. 13- 
14)
These seven indicators are aligned with those used in the private sector to 
assess continuous quality improvement. Given this alignment, such indicators 
might be useful for triangulating the findings of the study proposed.
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In an exploratory study that examined 290 exemplary superintendents 
identified by the National School Board Association and 125 identified by the 
American Association of School Administrators, Glass (1992) found that the 
outstanding superintendents sought more citizen participation and emphasized 
strategic planning. They also were more interested in sharing and creating a 
partnership with Board members. Finally, Glass found that exemplary 
superintendents better fit the general literature definition of “chief executive.” 
Thus, another link is made between the world of education and that of business 
and industry.
His study noted that exemplary superintendents were found primarily in 
urban areas with only one small group identified who served in rural areas. 
Moreover, Glass found that the average age of an exemplary superintendent 
was 53 years and that the average length of tenure was over eight years. Glass 
spoke of the desperate need for a set of professional standards for the 
superintendency. He felt that there should be performance criteria clearly 
defined against which a superintendent’s performance could be measured as 
well as a knowledge base that could be tested. Studies, such as the one 
proposed herein, that seek to identify indicators of a superintendent's leadership 
effectiveness need to be undertaken. Glass' work provides a foundation for such 
studies.
Indicators of Successful Leadership in the TQM Model
One of the purposes of this study was not only to establish behavioral 
indicators of a superintendent’s leadership success, but also to attempt to
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determine if the identified indicators were associated with the TQM model. It 
was necessary to: (a) research and examine the principles of leadership that 
were established by the founder of the Quality Movement; and (b) examine the 
views of practicing leaders who were seen to be at the forefront of quality.
Edwards Deming is commonly accepted as the founder of the Quality 
Movement. His seminal work in 1986 established 14 points that are seen as the 
foundation of quality. He also identified ten leadership attributes that he felt 
transformational leaders must exhibit if leadership was to be considered 
transformational, with the vision and quest being quality. Of the 14 points, nine 
were seen to have direct application as indicators of quality in the successful 
leadership by superintendents. These included:
• Point 1 (Create a constancy of purpose for improvement of product and 
service) This related directly to the visioning behavior that is required in a 
quality educational environment and is confirmed by the majority of 
studies of both CEOs and superintendents.
• Point 5 (Improve constantly and forever the system of production and 
service) In education, the leader who seeks incremental but continuous 
improvement is identified as a more successful leader than the leader who 
jumps on every bandwagon that goes by. However, this practice can only 
occur if the vision is clearly expressed and communicated throughout the 
system. Thus, it is easy to see how these points are not only linked to 
quality but also linked to one another.
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• Point 6 (Institute training and retraining) When discussing this point, 
Deming suggested that the greatest waste in systems is the failure to use 
the abilities of people. Thus, a useful indicator would be how well 
employees felt their abilities are used and how well the system develops 
the innate abilities of its employees. Retraining and training in curricula, 
technology, and methodology are important to the continuous 
improvement of a school system.
• Point 7 (Adopt and institute leadership) Deming was clear that the job of
management is not supervision but leadership. In order to exercise that 
leadership, the leader must know the work that they supervise. 
Superintendents supervise principals and teachers, so they need to know 
the practices of leadership and teaching, and to be able to demonstrate 
their knowledge relative to both. Moreover, the superintendent needs to 
understand that the primary focus of the organization is learning and how 
it occurs.
• Point 8 (Drive out fear) People are afraid of the knowledge explosion for 
fear it will make them look incompetent; this new knowledge is 
fundamental to improve the quality of the school system. As an indicator, 
this point touches on the way in which a superintendent of a school 
system would communicate with its employees and the supportive culture 
that needs to be built around acquiring new knowledge and practices.
• Point 9 (Break down barriers between staff areas) The school system is
known for its bureaucratization through excessive central office staffing. It
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has also created barriers in the schools through the use of departments 
and divisions. This point suggests that the organization must be flatter 
and more integrated and, as an indicator of quality, would lead to change 
within the system.
Point 12 (Remove barriers that rob people of pride of workmanship) This 
indicator seeks to know if the employees are given the opportunity to work 
with pride. In the school system, this requires integrity on the part of the 
leader in dealing with personnel. It also means that the teacher, who 
faces so many children every day, needs to know how well he or she is 
performing. It is the superintendent’s responsibility to have systems in 
place that enable this to happen.
Point 13 (Initiate a program of education and training) This point is 
differentiated from Point 6, which Deming believed referred to 
management and new employees. Point 13 refers to the need for every 
individual in the system to be learning. Thus, it is important that an 
indicator in a quality system address the question of the presence of a 
learning community culture and, of course, it is the superintendent who 
must role model this behavior.
Point 14 (Take action to accomplish the transformation) This point 
requires the superintendent to ensure that a quality program is 
implemented and to communicate the principles continuously within and 
without the school system.
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These nine points of Deming are essential principles that are drawn from 
the Quality Movement. They confirm that indicators of behavior taken from TQM 
in the private sector can be applied to the superintendent. As was the case with 
Glass' findings, these nine points may be useful in triangulating the findings of 
the study proposed and reported on in this dissertation.
The Baldridge criteria also gave a list of quality indicators that were 
transferable to the area of education. The Baldridge Award was developed to 
foster the involvement of industry in the Quality Movement. It is only in the last 
year that this prestigious award has been open to educational systems. The 
Education Pilot Criteria framework clearly identifies leadership as the "Driver" of 
the system of dynamic relationships (See Appendix B). The framework notes 
that senior leadership sets directions; creates shared values, goals, and 
systems; and guides the pursuit of performance improvement in the system. 
Aligned with this framework, the indices for the Baldridge leadership area offer 
viable alternatives to the traditional indicators used in school systems. Hart and 
Bogan (1992) list the following nine indicators for the Baldridge leadership area:
1. Missionary: To reach the objective of this criterion, the superintendent 
must be visibly "walking the talk", leading the quality initiatives, and 
carrying the quality message throughout the school system.
2. Stretch goals: This indicator requires that the leadership ensure that the 
goals established are not easily attainable but rather set the standard 
high. For example, Hart and Bogan (1992) report that Milliken has 
established goals of ten-fold improvement in only four years. School
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systems could apply this practice to such areas as reducing the dropout 
rate.
3. Strong cycle-time driver: This criterion requires that there be a quick turn 
around time on any cycle. In school systems, student assignments turn 
around or inquiry response time are examples.
4. Clear, easily remembered values: School systems that have established 
a strategic plan with accompanying values need to insure knowledge of, 
and adherence to, these values.
5. Flat organization: This criterion requires that there be minimal layers in 
the system. In the school system, the bureaucracy of central offices must 
give way to an emphasis on the classroom in schools. This criterion is 
directly related to Deming’s ninth point.
6. Non-denominational: The non-denominational criterion speaks to the 
need of a school system to adopt an eclectic approach to quality, where a 
school system develops its unique approach to quality improvement while 
abiding by fundamental principles.
7. Learning from anyone: This criterion encourages teamwork within the 
system and the continual searching of other systems for “best practices”. 
This is seen as a leader’s responsibility in developing a learning 
community.
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8. Contact with customers: In a school system, this criterion would require 
that the superintendent not be office bound, but be in the schools listening 
to the internal customers, and in the community communicating with the 
external customers.
9. Managers as coaches: This final criterion requires that the superintendent 
be able to demonstrate the values and excellence expected of teachers 
and administrators within the system. The leader must be seen as a 
capable advisor. This criterion is directly linked to Deming’s seventh 
point.
The Baldridge criteria provide a perspective in searching for indicators of 
leadership that is essential in an organization that is focused on the TQM model. 
One of the purposes of seeking to develop behavioral indicators for 
superintendents in this study was to ensure that the indicators were applicable to 
a system that was moving towards a TQM process.
Business and industry have established a few leaders in the practices of 
TQM. One such recognized leader was David Kearns who, through the use of 
quality tools, took the Xerox Corporation from the brink of extinction to a world 
leader in its industry.
Kearns (1992) gave a CEO's perspective of quality leadership in his book 
Prophets of the Dark in which he told the story of Xerox's quality transformation. 
Kearns identified the six vital components of quality leadership as follows:
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The education system has not paid enough attention to the voice of the 
student and parent. Students, as a direct customer, need to have a 
greater say in that which is delivered to them (Palmer, 1995). Quality 
leadership means that a superintendent must behave in a manner that 
exhibits active listening, particularly to students and parents. The ninth 
Baldridge criterion speaks to this point.
Learning how to monitor, control, and constantly improve the system.
As in Denning's Point 5, Kearns is suggesting that quality occurs only 
when the leader is monitoring progress towards specified goals. Then, 
based on the results of this monitoring, the superintendent looks for 
systemic approaches to ensure continuous improvement. Too often in 
education, a systemic approach is ignored in favor of tinkering with a 
small facet of the organization.
Making decisions based on data and not guesswork.
Education is extremely vulnerable in this area. Everyone has been 
through the system and has their own "gut feeling" about what is right or 
wrong. A quality leader will insist on a data-rich environment so that the 
facts can be displayed for both internal and external customers. Even 
now, when through the use of technology data is more readily captured
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and available, it is ignored or shelved rather than using the quality tools to 
analyze the information to improve the system.
• Restructured relationships between management and workers.
This focuses on both flattening the organization and breaking down 
barriers between staff and management (Deming's Point 9). Quality 
leaders understand the new relational aspect of leadership and rely on 
networking, rather than hierarchy, to facilitate decision making. As Phil 
Quigley of Pacific Bell stated: "I don't think of leadership as a position. I 
don't think of leadership as a skill. I think of leadership as a relationship." 
(Kouzes & Posner, 1993, p. 1)
• Focus on employees working together as "all one team".
Teaming goes hand-in-hand with quality and, certainly, many teachers 
model this in education. However, education continues to be an isolated 
activity because of the nature of the individual classroom. The quality 
leader models team-building at the top and, through the communication of 
a vision for the organization, develops a unity within it.
• Building strengths from crisis and opportunity from problems.
Education is often in crisis as a result of such things as fiscal restraint or 
changes in government policy. Superintendents often react in a negative 
manner rather than adopting a quality approach of using the crisis as an
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opportunity to bring the team together in a proactive developmental 
approach. Kearns' approach to quality altered the paradigm and he used 
Xerox's financial woes to develop a new era of organization.
These components are key to leadership in the continuous quality 
organization that was the focus of this study, but they do not describe the 
behaviors that are required of the CEO to develop the components. Recently, 
Xerox has developed a 'Leading in the 90s' workshop that focuses on such 
areas as improvement of communication skills and introduction of interactive 
skills that do appear to be developing specific behaviors that enhance 
continuous quality improvement. Were this skill proven to be critical to a 
superintendent's leadership effectiveness, programs such as that developed by 
Xerox could be imported directly to education.
Another current leader who was seen to practice quality in the field was 
General H. Norman Schwartzkopf (1992) who led the successful Desert Storm 
campaign in the Middle East. He listed 11 principles of quality leadership, which 
include: (a) have clear goals; (b) give yourself a clear agenda; (c) let people 
know where they stand; (d) what’s broken, fix now; (e) no repainting the flagpole; 
(f) set high standards; (g) lay the concept out, but let your people execute it; (h) 
people come to work to succeed; (i) never lie -  ever; (j) when in charge, take 
command; and (k) do what’s right. These 11 points from a recognized leader 
offer potential behavioral indicators of leadership success and certainly proved to 
be successful in leading a multi-national armed force to decisive victory. While 
the military model was a “command and control” model, Schwartzkopf has made 
some obvious adjustments. For example, he believes that you let the people
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closest to the action determine how to execute the concept. He, like Deming, 
also believes in honesty and letting people know where they stand. Thus, there 
is some transferability to education of the appropriate principles that emphasize 
relational leadership.
Haycock (1994), a researcher who has practiced in the field in British 
Columbia, identified a specific behavior that he believed superintendents should 
undertake more often to achieve quality in the school district. He suggested that 
the behavior manifests itself when superintendents ask more often the question: 
"How do you know?" (p. 87). This is a simple yet specific behavior, the essence 
of what this study sought to identify. Perhaps, generically worded, it would state 
that the successful superintendent asks effective questions.
The Delphi as Methodology for Collecting Expert Opinion
The Delphi technique, a procedure developed by the Rand Corporation in 
1953, sought to obtain consensus among experts regarding urgent defense 
problems without having to bring the experts together for face-to-face 
discussions. The word “Delphi” was derived from Greek mythology. Delphi was 
the sanctuary of Apollo and the most sacred of Greek oracles. It was from 
Delphi that Apollo's predictions were made known to the Greeks. Throughout 
the centuries, the term Delphi has been identified with predictions of the future 
(Uhl, 1983).
The Delphi process has been accepted as a useful method of eliciting 
and refining group judgments and opinions. The rationale for the procedures lies
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in the old adage that "two heads are better than one" when the issue is one 
where exact knowledge is not available (Dalkey, 1969). The methodology has 
three features: (a) anonymous response where opinions of the panelists are 
obtained through a formal questionnaire; (b) iteration and controlled feedback 
where interaction occurs through a process in several iterations with thoughtfully 
controlled feedback between the three rounds proposed for this study; and (c) 
statistical group response where group opinion is found in an appropriate 
aggregate of individual opinions in the final round.
Helmer (1964) summed up the procedure as successive questioning of 
individual experts, without face-to-face confrontation, interspersed with controlled 
feedback of the group's opinions and reasons, offered in support of such 
opinions.
The technique can be used in any context where it is appropriate to seek 
consensus on a particular subject. Moreover, it is a method that can, and has 
been used, to collect opinions of individual experts and combine the opinions 
into judgments that have operational utility to the policy maker (Helmer, 1967). 
The ultimate outcome of this study was intended to have an impact on 
governmental policy makers who determine the required format of the district 
annual reports as well as to develop potential quality indicators of a 
superintendent's leadership success.
An advantage of the Delphi technique, in its simplest form, is that it 
eliminates committee activity. By doing so, it reduces the influence of certain 
psychological factors such as specious persuasion; the unwillingness to abandon
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publicly expressed opinions; and the "band wagon" effect of majority opinion 
(Helmer, 1966). Dalkey (1969) pointed out that in a study of ten experiments 
involving 14 groups, more often than not, face-to-face discussions tended to 
make group estimates less accurate whereas, more often than not, the 
anonymous controlled feedback procedure made group estimates more 
accurate.
The Delphi technique, through its controlled feedback, forces all 
respondents to think through their judgments carefully, vis-a-vis all other 
respondents, and allows the researcher to focus on the best rationale for the 
group judgments. Helmer (1964) confirmed that to compare two groups of 
rankings, a statistical testing to see if any patterning existed, could be used. The 
Kendall W seemed to provide the most suitable statistical procedure for 
examining the data and establishing a coefficient of concordance.
Jones (1975) noted that a concern often raised about the credibility of 
Delphi results is that when experts are asked to evaluate areas in which they are 
presently working, they are often overly favorable to areas of personal interest. 
However, he reported that no such bias occurred in the four Delphis he studied; 
and it appeared that particular groups of experts used were able to rise above 
any desire to protect personal interests. Thus, such a bias was not perceived to 
be a factor in this study even though the superintendents are obviously working 
in the field being examined.
In the 1970s, the Delphi method became recognized for its applicability to 
social research. The Delphi can be used for any purpose for which a committee
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can be used and is intended to overcome the disadvantages of groups while 
capitalizing on the advantages (Martino, 1983).
Uhl (1983) pointed out that the Delphi technique can be effective in 
educational planning. He identified four phases for its use that included: the 
analysis phase, the mission and goals phase; the objectives and action phase; 
and the resource-use, needs-analysis, and expenditure-strategies phase.
Given that the problem of identifying successful leadership behaviors of 
the superintendent is an analysis of an educational problem and that this study 
seeks to determine those behaviors, it followed that the Delphi method was an 
appropriate method to identify the behaviors. Thomas (1981) pointed out that 
the Delphi was a very thoughtful, quiet conversation where everyone gets to 
listen.
Summary of Literature Review
This literature review has revealed that the definition of leadership has 
changed over time from a view of leadership as “command and control” to a view 
of leadership as an influence relationship. This influence relationship does not 
subscribe to behaviors that were previously associated with effective leadership 
such as planning, organizing, directing, and controlling. Thus, what the literature 
revealed was limited in terms of the behaviors that demonstrated successful 
leadership when leadership is defined as influence.
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The literature on CEO behavior suggested that certain behaviors did 
appear more often than others in the studies. Visioning, communicating, and 
participatory decision making appeared most often. This indicated that while no 
composite list was available, there were enough behaviors to possibly triangulate 
this study.
The review of superintendent behaviors also did not present a composite 
list of behaviors. However, some behaviors that appeared repeatedly included 
visioning, communicating, enabling, and seeking citizen participation. The 
review also suggested a strong need for studies that identified performance 
criteria for superintendents in the form of specific behavioral indicators.
The review of leadership criteria from the Total Quality model produced 
specific criteria based upon the principles established by the founder of the 
Quality Movement. It was apparent that these criteria could be applied to 
education. It was further noted that practicing leaders in business and industry 
had developed programs to train leaders in business in specific leadership 
behaviors. Xerox Corporation's 'Leading in the 90s' was such an example.
The literature review confirmed that the Delphi technique was an 
acceptable methodology for seeking experts' opinions and consensus when the 
participants were geographically separated. The methodology offered the 
opportunity to refine group judgments and techniques through controlled 
feedback while avoiding the biasing that can occur in face-to-face meetings.
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The literature reviewed has provided a strong foundation for the study 
proposed herein and its methodology. Preliminary findings related to the CEO 
and superintendent behaviors point the researcher in the right direction. The 
need for a study of this kind was clear. The Delphi technique appeared to be a 
well-grounded methodology for this type of study. Sufficient direction was given 
to motivate the researcher to further pursue his course of action.
Chapter Three describes the research design and methodology used in 
this study. It will discuss the selection of participants and the data gathering 
procedures, along with the intended data analysis. The use of triangulation will 
also be addressed.
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Chapter Three: Research Design and Methodology
Chapter Three provides a synopsis of the research design and 
methodology which, in this case, used a Delphi approach. The purpose of this 
study was to identify a list of priorized behaviors to serve as indicators of a 
superintendent's success as a leader in a system seeking continuous quality 
improvement. An anticipated outcome of the study was the creation of a 
behavioral anchored rating scale that could form the basis for reporting a 
superintendent's leadership success as viewed by the public. The scale was 
also expected to provide the foundation for establishing a superintendent's 
leadership growth and development plan.
The project was intended primarily to identify what superintendent 
behaviors demonstrate successful leadership. Second, the study was intended 
to ascertain the order of importance of the seven top behaviors as perceived by 
each group of experts, and then to determine if consensus could be reached 
among the three expert groups on both the identified behaviors and their ranking 
of importance. A third purpose of the study was to determine if the behaviors 
identified and the priorities determined could provide the basis for establishing 
growth and development plans for superintendents. Finally, the study sought to 
examine how knowledge about the behaviors identified could strengthen a 
district annual report as required within the B.C. annual report system.
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Participant and Site Selection
Bunning (1979) reported that there were no established guidelines for 
sample size when using the Delphi. He suggested that 15 to 20 well-selected 
experts provided a broad enough range of expertise and gave the researcher a 
reasonable data base with which to work. Delbecq, Vand de Ven, and 
Gustavson (1975) noted that their experience demonstrated that few new ideas 
are generated within a homogeneous group once the size exceeded 20 to 30 
well-chosen participants.
Choice of panelists is important in the use of the Delphi technique.
Harman and Press (1975) suggested that a good panel of experts should have 
diversity, depth, and breadth so the selection did pay attention to these needs. 
They also pointed out that if the panelists are not strongly motivated to cooperate 
fully to the extent of providing introspective responses that are carefully 
considered, the survey may not be reliable. While some studies use motivational 
techniques such as honoraria or real time interaction, the subject matter of this 
research was expected to be sufficiently motivational for the participants.
While two groups are sufficient for a comparative Delphi study, the 
subjects for this study were made up of three expert groups. The researcher 
chose to attempt to use three expert groups, knowing that the dropout rate 
potential in a Delphi study could be high. Should the panel of writers be difficult 
to hold in numbers, triangulation with the research findings was available as a 
feasible substitute. In the case of superintendents, experts were chosen from 
the ranks of superintendents within British Columbia and across Canada who
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were committed to their own professional growth as a leader. Provinces with 
participating experts included Quebec, Ontario, and Newfoundland. The experts 
in British Columbia were located throughout the province to ensure that a range 
in district size and locale were represented in the sample.
In the case of CEOs, the experts were chief executive officers of
corporations of a variety of sizes and representing various industries. The 
experts represented some of the largest resource companies in British Columbia 
as well as small firms in the service sector.
In the case of writers, potential experts were chosen from writers who had
been published in the areas of both leadership and quality. These individuals
reflected a sample from throughout Canada and the United States.
A sample population of 30 experts was identified in each group with a 
minimum goal of 15 experts per group expected to agree to serve on that group's 
panel. The total for the sample, which was referred to as "the panel", was 
expected to be a minimum of 45 members.
As the panelists were asked to provide information that could be politically 
sensitive to the position they hold, strict confidentiality of the participants and 
their responses was maintained. All participants were informed of the nature of 
the project and were required to sign a consent form indicating that their 
participation was totally voluntary. Panelists were permitted to ask questions 
about the research during the study and to withdraw from the research at any 
time.
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The panelists were expected to benefit from a study that necessitated 
their own clarification of the leadership behaviors that were examined. The 
researcher will also provide each panelist with a complementary summary of the 
results of the project within two to three months after the completion of the 
project. These results will be forwarded to the British Columbia Ministry of 
Education for their consideration in the ongoing revision of the parameters for 
district annual reports.
Methodology
This study called for a methodology that would enable participants to 
provide information from a variety of diverse locations in the country. It also 
required that ability to establish consensus among these participants in a manner 
that did not have them meeting face-to-face. Another characteristic of the 
methodology was the need for a future focus as the study was intended to look 
at behaviors that could be used in future annual reports. Finally, the 
methodology needed to be able to submit a ranking order to statistical analysis 
so that a determination could be made as to whether or not the null hypothesis 
would be accepted or rejected. The Delphi offered a methodology that satisfied 
these needs. It was a methodology that allows for consensus to develop among 
individuals who are not face-to-face. The methodology was developed by Rand 
specifically to look at future possibilities while the ranking methodologies were 
treatable by the Kendall W. Therefore, this was the methodology chosen for this 
study. (For further information on the Delphi, please refer to the literature review 
in Chapter Two.)
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The Delphi sequence was carried out by initiating the gathering of 
information through the provision of an example of a leadership behavior (See 
Appendix C). For each behavior identified the respondent was asked to describe 
the behavior in no more than 25 words. The questionnaires on subsequent 
rounds provided information to the respondents about the degree of consensus 
and differences with regard to their information as provided on the previous 
round (See Appendices D, F, and G). The questionnaires served as a medium 
for group interaction of the expert panel in the process of generating the key 
behaviors that demonstrate successful leadership by the superintendent. The 
researcher responsible for collecting panel responses and preparing the 
successive rounds of questionnaires was identified as the moderator.
Preliminary activities that took place included the pre-testing of the first 
questionnaire and identifying the three panels of experts. The purpose of the 
study and an explanation of the method were provided to participants and the 
researcher sought the informed consent of the participants by way of a form 
approved by the Human Subjects Committee (See Appendix C).
Each round required somewhat different activities on the part of the 
panelists and the moderator. The first round, begun in November 1994, sought 
the opinions of the expert panelists on which leadership behaviors of the 
superintendent were most likely to demonstrate successful leadership. The 
experts were also asked to provide a brief comment describing what the 
behavior was or how the behavior would manifest itself in the superintendent's 
actions.
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The second round, begun in February 1995, provided feedback to the 
panelists about how the panel as a whole responded to the first questionnaire. 
This information provided the basis for the second questionnaire in which the 
panelists were asked to review the leadership behaviors identified in the first 
round and to comment on their appropriateness. Each panelist was also sent a 
copy of his/her own responses to the first questionnaire so appropriate 
comparisons could be made and were not lost overtime. An analysis of the 
written descriptions of what the behaviors look like was provided and further 
comment on each was sought from the panelists in the second round. Due to 
the low response of the writers, they were dropped and the study proceeded with 
only two panels: those of superintendents and CEOs.
In the third round, panelists were asked to review the behaviors identified 
in the second round. They were asked to rank the top seven behaviors in order 
of importance to a superintendent's successful leadership. Bunning (1979) 
indicated that three to four rounds are usually needed to bring the study to a 
conclusion. Hence, three rounds for this study were felt to be sufficient.
Data Analysis
The data generated in the study was analyzed according to the 
procedures of a classical Delphi study. The information from the first 
questionnaire was synthesized into one list to form the questionnaire for the 
second round. This included a synthesized descriptor of each behavior (See 
Appendices D, E, and F).
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Demographic data identified superintendents and CEOs who were 
currently involved in a district or company that had adopted and was 
implementing a plan of continuous quality improvement. From this data, a 
nested subgroup of five superintendents and five CEOs was intended to be 
determined. However, the limited number of responses indicating that the 
organization was involved in a formal quality improvement program eliminated 
the possibility of establishing such a nested subgroup.
The second round questionnaire included an opportunity to add any item 
that did not appear in the synthesis of the first round. An analysis of Round Two 
was undertaken to establish behaviors suggested along with a description for the 
third round. The third round questionnaire contained five items written in by 
participants that did not appear on the second round questionnaire sent to 
panelists.
Panelists were asked to rank the seven top behaviors in order of 
importance in Round Three (See Appendix G). The rankings were statistically 
analyzed using Kendall W and yielded a coefficient of concordance. The null 
hypothesis was that the two populations had no common rankings for behaviors.
Triangulation
The data gathered from the panelist groups in Round Three was 
triangulated with the findings of the research [literature] review undertaken for 
this study. The data was also linked to Deming's 14 points (1986) to confirm that 
the behaviors were comparable to those identified by leading experts in the field
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of quality (See Appendix H). This procedure added to the strength of this study. 
The final analysis of data occurred at this time.
Limitations of the Research Design
Certain limitations have been noted by authors that may apply to the use 
of the Delphi technique. Delbecq et al (1975) listed three critical conditions that 
were required to complete a successful Delphi: adequate time; participant skill in 
written communication; and motivation. These conditions require that the 
panelists be willing to commit to participation in a long-term project several 
months in duration. As the panelists were in positions that can be particularly 
demanding of one's time, a higher mortality rate than in one survey study was 
expected. While written skill was not seen as a likely deficiency in the expert 
panel, in actuality it may have been a limitation for some who had trouble 
containing their descriptions to 25 words or less.
Uhl (1983) noted that when using the Delphi technique for social research 
it is not possible to check the plausibility of expert responses. Given this 
limitation and that a random sample was not being used, the results cannot be 
generalized for all districts but could be helpful in providing a foundation to 
create parameters for reporting the superintendent's leadership success in 
behavioral terms to the customers. The parameters could be useful in 
developing any report adaptations for the circumstances found in particular 
districts.
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Bunning (1979) also listed limitations regarding the expertise of the 
panelists when using a Delphi study. Those which applied to this study include: 
important possibilities that are overlooked; the heavy expenditure of time in 
completing the questionnaires; and unquestioned beliefs and values that limit the 
ability to foresee basic changes and goals.
A number of assumptions underlay the basis for this project. The 
researcher assumed that behaviors that relate to a leader's success could be 
identified. The assumption was made that the 30 panelists who agreed to 
participate gave thoughtful consideration to the subject matter. Another 
assumption was made that the position or vocation of the panelists gave them 
the necessary expertise to deal with this subject.
The findings of the study are displayed, statistically and graphically, in 
Chapter Four.
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Chapter Four: Findings of the Study
The purpose of this study was to develop a list of priorized behaviors to 
serve as indicators of a superintendent's success as a leader in a school system 
seeking continuous quality improvement. Chapter Four deals extensively with 
the findings of the study. The results of each round of the Delphi are detailed, as 
are the demographic data of the panelists and their organizations. The findings 
in this chapter are presented in the following order. First, the Delphi analysis is 
presented to show how consensus on the behaviors was developed. Face 
validity is discussed next and then the results of each round are reported. A 
thorough demographic analysis of the panelists and their organizations is 
provided in Figures 1-5. An analysis of the study's findings is presented by way 
of a discussion of congruence of some behaviors and discrepancies among 
others. Finally, comment is made on triangulation of the results and a chapter 
summary is provided.
The findings of this study were based upon the counsel of an expert panel 
of 30, consisting of 15 superintendents and 15 CEOs. These leaders 
participated in all three rounds of a Delphi study that culminated in the 
identification of 31 behaviors seen as essential to successful leadership by a 
superintendent of schools. The top seven behaviors have been identified in 
priority order and triangulated with the research [literature] review and Deming's 
14 points (1986).
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Of the first 30 superintendents selected from the B.C. public school listing 
and from the Canadian Association of School Administrators’ leadership 
academy and executive listing, 18 participated in Round Two and 15 in Round 
Three for a final return rate of 50%.
Of the 25 CEOs selected from the Board of Trade listing and the West 
Vancouver School District’s partnership list, 16 CEOs participated in Round Two 
and 15 in Round Three for a final return rate of 60%.
Of the 20 writers selected from the list of recently published leadership 
books, one writer participated in Round One. Thereafter, the writers’ panel was 
dropped in favor of the triangulation with research and Deming's 14 points 
(1986).
The demographic characteristics of the panel and the consensus results 
of the three rounds of Delphi methodology are described in this chapter. The 
expertise of the panel is impressive with some of the longest serving 
superintendents in B.C. and CEOs from some of the largest resource 
corporations in the province responding. The latter sections of the chapter 
present the findings of each of the three rounds of the Delphi. Since the 
research process is an emergent one, the final round feedback from the 
panelists records the result.
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Delphi Analysis
The Delphi analysis involved three iterative rounds. Round One required 
that the participants identify five to seven behaviors and give descriptions of 
each behavior in 25 words or less. In the first round, the moderator received 
three telephone calls where two panelists sought clarification of the process and 
two others commented on how difficult they found the request to clearly define 
the behavior. Three of the panelists who called indicated that they had spent 
between two to four hours responding to the first survey indicating that they had 
given the exercise serious consideration.
The first round of responses was synthesized and Round Two began with 
a questionnaire that listed 24 behaviors for consideration and possible revision. 
Panelists were asked to add any additional behaviors omitted from the 
information gathered on the first round that are essential to successful leadership 
by a superintendent of schools. Seven new behaviors were added and a 
number of revisions were made to the original 24 (See Appendix G).
In the final round, the panelists were asked to rank the top seven 
behaviors. The rankings were determined by recording the total number of times 
an item was scored in the top seven behaviors and the total number of points 
ascribed to each rank. The points were assigned as per the following scale: first 
(1) place ranking = 7 points; second (2) = 6 points; third (3) = 5 points; fourth (4)
= 4 points; fifth (5) = 3 points; sixth (6) = 2 points; and seventh (7) = 1 point. A 
mean was calculated for each behavior based upon the points assigned divided
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by the number of times selected by panelists. Finally, rank based on the total 
number of points was assigned for each group and for the total panel response.
The rank indicated the consensus of the panel. In the case of CEOs, 24 
behaviors were chosen for ranking; in the case of superintendents, 22 behaviors; 
and for the total response, 26 behaviors were selected.
Face Validity
The face validity of the instrument was confirmed by the acceptance of the 
three members of the dissertation committee. The Ministry of Education in B.C. 
accepted the goal of the writer and had input into the direction of the study with 
the intent of using the findings to develop a system of reporting on the leadership 
success of the superintendents. The results of the study have demonstrated 
congruence with leadership theory and the Quality Movement. Finally, the 
information gathered will be used by organizations such as the Canadian 
Association of School Administrators to develop professional development 
programs for superintendents.
Demographic Analysis
The demographic data was obtained during Round One of the Delphi 
process. During that time the panelists were asked to complete a questionnaire 
that sought both personal and institutional data (see Appendix C). The criteria 
for the selection of the panelists were that they had to be superintendent (or 
equivalent) of a public school district, which in the case of Quebec and Ontario
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meant Director General and Director respectively. The CEOs were required to 
bear the title of chief executive officer.
Panelist Data
The age and gender of the panelists are indicated by Figure 1. The 
majority of panelists (60%) were males in the 51-60 age range with eight CEOs 
and eight superintendents falling into this category. Only one CEO and two 






Figure 1. Comparable age and gender of study participants
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The number of years in present positions is indicated in Figure 2. From 
the data, it is apparent that the CEOs have been in their positions longer than 
superintendents; and CEOs have a longer range of service (1 to 30 years) than 
do superintendents (1 to 11 years).
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Figure 2. Comparative years of service of study participants
The superintendent's responsibility, when measured in number of 
employees supervised, tends to be greater than that of the CEOs. Figure 3 
indicates that the CEOs are leading primarily small businesses whereas the 
superintendents have larger organizations based on the number of employees. 
However, the panelists in each category do cover a range of organization from 
small (<500 employees) to very large (>3,500 employees).
B Superintendents 
□C E O s
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Figure 3. Comparative size of organizations of survey participants
The desire to have the superintendents be representative of a cross 
section of the province has been accomplished as shown in Figure 4. 
Representation has been garnered from each distinct geographical area in the 
province as well as from the Maritimes, Quebec and Ontario. No responses 
were received from selected panelists in the Prairie provinces.
While all the CEOs are based in the lower mainland region of B.C., their 
enterprises operate both throughout B.C. and the world. The businesses 
represent resource sectors such as mining, forestry, and energy as well as 





























Figure 4. Geographic location of superintendents participating in study
While the intention of the study was to establish sub-nest groups of each 
category of organization with a formal Total Quality program in operation, only 
three CEOs and no Superintendents reported having implemented formal Total 
Quality programs (See Figure 5).
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Figure 5. TQM program activity of study participants
Results of the Rounds
The results of Round One were collected and key words from the 24 
submissions were identified as possible behavioral indicators. For each 
indicator, the text and similar wordings were then grouped for analysis and 
synthesis. The analysis categorized similar concepts for the naming of the 
behavior. For example, the following descriptors were drawn from the first round 
and grouped to identify one indicator: (a) walking around; (b) visible; (c) visibility; 
(d) visible presence; and (e) leads by example. Then, descriptors drawn from 
the panelists' submissions outlining the indicators were identified. In this 
example, the following descriptors were listed: (a) required no descriptor; (b) 
interaction with people; (c) observed throughout the district and community; (d) 
to be seen and leads by example; and (e) a positive model of desired attitudes.
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The researcher then developed the behavioral indicator and the 
description of that behavior to formulate the questionnaire for Round Two. In the 
case of this example, the indicator was exhibits a visible presence by employing 
Management By Walking Around (MBWA) and the description of the indicator 
was “spends time in the field interacting with personnel at all levels of the 
organization and within the community”.
Thus, the researcher employed the actual words that were submitted by 
the panelists allowing only for changes to ensure correct grammar and syntax in 
the synthesis. Appendix E shows the actual boldfacing of key words that 
established the basis for the indicator and description. Appendix F shows the 
listings for each indicator and description that was garnered from Round One.
In total, 26 behaviors and descriptors were determined to be unique and 
were synthesized for inclusion in the survey instrument for Round Two.
Round Two brought responses from 18 superintendents and 16 CEOs. 
Revisions were relatively minor although important enough to have impact. For 
example, as a result of a suggestion for revision, the indicator example used 
earlier was adjusted for Round Three to read: “exhibits a visible presence by 
employing Management By Walking Around (MBWA) electronically and 
physically” [author's emphasis]. This added a new dimension to the indicator 
that was more in keeping with the Information Age and the requirements of B.C. 
superintendents to stay "tuned in" to the Internet via the Community Learning 
Network access provided by the Ministry of Education.
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Round Two also saw the addition of five behaviors to the original list of 26. 
The additions were submitted in four returns. Two of the additions were 
submitted by superintendents and three were submitted by CEOs. The list of 31 
behaviors was then compiled and returned to the panelists for the third round. 
(See Appendix G)
In Round Three, the panelists were asked to rate the top seven behaviors 
that would lead to a superintendent’s success. They were asked to rank these 
top seven in order of importance using (1) to represent the most important 
behavior and (7) to represent the least important behavior. There were 
responses from 15 superintendents and 15 CEOs. The results of this round are 
included in Appendix I.
The top seven behavioral indicators as chosen by superintendents (in 
order of priority) were:
1. focuses on the primary activity of the organization -  learning.
2. develops, shares, and focuses on a vision of the organization that leads to
the future.
3. maintains ethical standards and integrity.
4. builds, maintains, and fosters relationships within and without the
organization.
5. ensures that leadership is participatory in nature and/or encourages 
decisive decision making by teams at the “action level”.
6. builds trust.
7. creates and nurtures a Learning Community culture.
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The seven behavioral indicators chosen by the CEOs (in order of priority)
were:
1. develops, shares, and focuses on a vision for the organization that leads
to the future.
2. communicates continuously and effectively.
3. builds, maintains, and fosters relationships within and without the 
organization.
4. maintains ethical standards and integrity.
5. creates and nurtures a Learning Community culture.
6. identifies, selects, and keeps strong staff in appropriate placements.
7. focuses on the primary activity of the organization -  learning.
The seven behavioral indicators chosen when the results of the two 
populations are combined were:
1. develops, shares, and focuses on a vision of the organization that leads to 
the future.
2. focuses on the primary activity of the organization -- learning.
3. maintains ethical standards and integrity.
4. builds, maintains, and fosters relationships within and without the 
organization.
5. ensures leadership is participatory in nature and/or encourages decisive 
decision making by teams at the “action level”.
6. communicates continuously and effectively.
7. creates and nurtures a Learning Community culture.
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Analysis of Rankings
The one statistical analysis that was applied to analyze the results of 
these selections was the Kendall W which is a test of significance where there is 
a ranking of items. The null hypothesis stated that the two populations had no 
common rankings for the behaviors. The statistical analysis revealed that the 
probability is .106 assuming a chi-square distribution with one degree of 
freedom. The Kendall coefficient of concordance equals .084. Therefore, the 
null hypothesis was rejected at the .05 level of significance.
The analysis revealed a trend towards agreement that indicates the two 
populations are approaching a common ranking or a common theme. Thus, this 
analysis supported the view that there is some commonality in the rankings but 
some differences also exist.
The examination of each behavioral indicator’s ranking reveals particular 
nuances in the results. While “vision” is ranked first by CEOs and second by 
superintendents, the number of times this was selected (12) is equally high by 
each group. Hence, this indicates that vision is seen as a key behavioral 
indicator by both populations. Moreover, when one notes that the 
superintendent’s first choice is “focusing on ... learning”, an indicator which 
relates directly to the purpose of a school district, one can hypothesize that there 
is concurrence on the first priority for the behavior that will lead to a 
superintendent’s success.
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However, quite a different perspective can be gleaned from the second 
ranking by the CEOs. They rank “communication” very high with a full two thirds 
of the CEOs ranking this indicator in the top seven. The superintendents, on the 
other hand, ranked this behavioral indicator as 11th and only one third of the 
superintendents ranked this indicator in the top seven. This issue will be 
examined in the recommendations in the next chapter.
Worthy of note is that both populations chose to rank the indicator relating 
to “fostering relationships” similarly. This is directly related to the definition of 
leadership used for this study which states that “leadership is an influence 
relationship”. Ranking this behavioral indicator with equity indicates that the 
leaders who acted as panelists appear to operate on a post Burns (1978) mode 
of transformational leadership with emphasis on the relational nature of 
leadership.
Similarly, both populations ranked “creating a learning community culture” 
in the top seven, with a similar number of panelists from each population 
choosing this indicator. This is an indicator that relates to the continuous 
learning aspect -- an important component of the Total Quality Movement.
Emphasis is also placed upon the participatory nature of decision making 
when in a Total Quality environment. While CEOs ranked this eighth and 
superintendents fifth, this indicator ranked fifth for the combined groups. While 
these leaders indicated that only three operated in an organization that had a 
formal Total Quality program, the indicators they have chosen most frequently 
tend to be directly related to the criteria used in the Baldridge awards. An
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examination of the seven indicators chosen by the combined populations reveals 
that each of the indicators is directly related to the Total Quality movement as 
identified in Deming’s 14 points (1986).
Another behavioral indicator that received three times the number of 
selections by CEOs over superintendents, and yet did not make the top seven, 
was the indicator of “recognizing and rewarding excellence”. This behavior is 
directly related to the Total Quality movement and yet only two superintendents 
chose this indicator in their rankings.
Similarly, the behavioral indicator ranked sixth by the CEOs, with double 
the number of selections compared to the superintendents and with a large rank 
discrepancy, deserves some examination. The indicator “identifies, selects, and 
keeps strong staff in appropriate placements” is only ranked 17th by the 
superintendents and yet the effective operation of a school district requires 
strong, qualified, and motivated staff. An issue that may have affected this 
discrepancy is the dominant position of clauses in the union contracts in many 
districts in B.C. that reduce the ability of the leaders to identify and select staff 
from the market.
Figure 6 provides a graphic of how the top seven behaviors chosen by the 
participants relate to Deming's 14 points. For example, “builds trust”, which was 
chosen as one of the top seven seven behaviors by the superintendents, relates 
directly to Deming's eighth point (drive out fear) and ninth point (break down 
barriers).
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Trianqulation
To confirm the results and strengthen this study, the top seven behaviors 
of the combined group were triangulated with both the research contained in the 
literature review and Deming's 14 points (1986). He identified these 14 points as 
principles of transformation of Western management and they became 
cornerstones of the Quality Movement. The results of this triangulation can be 
seen in Appendix H as well as graphically in Figure 7. Confirmation of the 
identified behaviors was found in 20 of the studies in the research [literature] 
review and linkages were found with nine of Deming's 14 points.
Table 1 provides the triangulation in chart form. This chart triangulates 
behavior and the relevant points from Deming’s list of 14. The chart also 
provides the rankings given each behavior by the superintendent and also by the 
CEOs.
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8. drive out fear
1. create constancy of purpose
2. improve the system
6. institute training
7. adopt and institute
8. drive out fear
9. break down barriers 
between staff areas
13. initiate a rigorousprogram of education




ensures that leadership is participatory in nature and/or 
encourages decisive decision making by teams at the 
action level
develops, shares, and focuses on a vision o f the  
organization that leads to th e  future 
focuses on th e  primary activity o f the organization —  
learning
m aintains ethical standards and integrity 
builds, maintains, and fosters relationships within and 
without th e  organization
6. communicates continuously and effectively
identifies, selects, and keeps strong staff in 
appropriate placements
Figure 6. Top seven choices of behaviorai indicators of a superintendent’s 
leadership success as chosen by superintendents and CEOs
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Superintendents’ Top Seven
7. Creates a learning community
6. Builds trust 
5. Ensures leadership is participatory
4. Builds and fosters relationships
3. Maintains ethical standards and intregrity
2. Vision
1. Focus on learning
1. Vision
2. Communicates continuously 
3. Builds and fosters relationships
4. Maintains ethical standards and integrity
S3BE&
5. Creates a learning community
EBSBg
6 . Selects and keeps strong s ta ff ...
jbbbbf
7. Focuses ... on learning
1. Constancy of purpose
2. Improve the system
6. Institute training
B̂BBSSEV
7. Adopt and institute leadership
8. Drive out fear
9. Break down barriers betw een staff a reas
13. Initiate a rigorous program of education
14. Take action to accomplish the transformation
CEOs’ Top Seven Deming’s 14 Points
Figure 7. Triangulation of participant’s top seven behavioral indicators
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Table 1
Triangulation of the Top Seven Behavioral Indicators with Group Selections and 
Deming's 14 Points
Behavior CEO Supt Deming's
Rank Rank 14 Points
Develops, shares, and Point 1: Create a constancy of
focuses on a vision of 1 2 purpose for improvement of
the organization that product and service.
leads to the future
Focuses on the primary Point 7: Adopt and institute
activity of the 7 1 leadership
organization -  learning
Maintains ethical Point 12: Removes barriers
standards and integrity 4 3 that rob people of pride in 
workmanship
Builds, maintains, and Point 9: Breakdown barriers
fosters relationships 3 4 between staff areas
within and without 
organization
Point 5: Improve constantly 
and forever the system of 
production and service.
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Behavior CEO Supt Deming's
Rank Rank 14 Points
Ensures that leadership Point 9: Breakdown barriers
is participatory in nature 8 5 between staff areas
and/or encourages
decisive decision making
by teams at the "action
level"
Communicates Point 8: Drive out fear
continuously and 2 11
Point 14: Take action to
effectively
accomplish transformation
Creates and nurtures a Point 6: Institute training and
learning community 5 7 retraining
culture
Point 13: Initiate a rigorous 
program of education and 
training
Summary of the Findings
The three rounds of the Delphi process developed a total of 31 behavioral 
indicators that were seen to be essential to successful leadership by a
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superintendent of schools. The rankings that were finally given to these 
indicators resulted in 24 choices by CEOs, 22 choices by superintendents and 
26 choices overall.
Analysis using the Kendall coefficient of concordance revealed no 
significant difference at the .05 level of significance but it did reveal a trend 
toward common rankings. A closer examination of the behavioral indicators 
chosen demonstrates that each of the top seven chosen by the combined group 
relates directly to a Total Quality program as identified by Deming (1986).
Some differences existed in the rankings by the two populations which 
deserve comment that will be given in Chapter Five. It was also evident that the 
choice of the indicators did support the definition of leadership given in this study 
which defined leadership, in part, as “an influence relationship”.
The findings suggest that there are common behaviors seen by both 
CEOs and superintendents as keys to successful leadership. This finding 
suggests that similar behaviors of leaders in education and in business are 
required to achieve success. Thus, the dichotomy that is often made between 
education and business does not appear to be as distinct at the top level of 
leadership.
These findings lend credence to the potential for importing some 
professional development programs from business to education. The results 
suggest that programs that develop the seven top ranked behaviors may be
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applicable to each group suggesting professional development may even be 
carried out jointly.
The triangulation of the findings suggests that these behaviors are 
important in the context of a Total Quality program. Thus, leaders in either 
education or business, who are pursuing TQM should address the need to act in 
a manner that emphasizes the identified behaviors.
Chapter Five will present the conclusions drawn from these findings. It 
will also recommend areas for further study.
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Chapter Five: Summary, Conclusions, and Recommendations
Chapter Five contains the summary, conclusions, and recommendations 
of the study. In many Canadian provinces an annual report is produced by every 
school district. This document reports to the public a variety of indicators that 
demonstrate the success being achieved by the district. None of the reports 
contain any specific indicators of the level of success of the superintendent. This 
study sought to create a list of behaviors that could serve as indicators of a 
superintendent’s success as a leader in a quality environment, thus enabling 
some assessment and reporting of that success to the public.
The purpose of this study was to develop a list of priorized behaviors to 
serve as indicators of a superintendent's success as a leader in a school system 
seeking continuous quality improvement. This was accomplished by conducting 
a Delphi (Linstone & Turoff, 1975) study using three groups of experts. The first 
group consisted of individuals in academic fields involved in the research and 
study of leadership and recognized writers who had written in the field of 
leadership in education and business. Business leaders from British Columbia, 
in particular CEOs, constituted a second group. The third group consisted of 
selected superintendents within Canada. A nested sub-group of superintendents 
and chief executive officers was to be used to determine if a difference existed 
between systems that were involved in a total quality program and those that are 
not involved in a total quality program.
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Objectives
The objectives of this research were stated in the form of three research 
questions. Two corollary research questions determined the remaining 
objectives. These questions were as follows:
1. What superintendent behaviors constitute successful leadership?
2. What is the perceived order of importance, by each group, of the identified 
behaviors as the behaviors relate to leadership success?
3. Do perceived differences and ranking of the behaviors exist among or 
within each group?
The corollary research questions were:
1. How can knowledge about leadership success be reported to educational 
stakeholders via the British Columbia annual report system?
2. Can behavioral indicators provide a foundation upon which to build a 
leadership growth and development plan for the superintendent?
Methodology
This study called for a methodology that would enable participants to 
provide information from a variety of diverse locations in the country. It also
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required that ability to establish consensus among these participants in a manner 
that did not have them meeting face-to-face. Another characteristic of the 
methodology was the need for a future focus as the study was intended to look 
at behaviors that could be used in future annual reports. Finally, the 
methodology needed to be able to submit a ranking order to statistical analysis 
so that a determination could be made as to whether or not the null hypothesis 
would be accepted or rejected. The Delphi offered a methodology that satisfied 
these needs. It was a methodology that allows for consensus to develop among 
individuals who are not face-to-face. The methodology was developed by Rand 
specifically to look at future possibilities while the ranking methodologies were 
treatable by the Kendall W. Therefore, this was the methodology chosen for this 
study. (For further information on the Delphi, please refer to the literature review 
in Chapter Two.)
Using a Delphi process, 31 behavioral indicators of a superintendent’s 
leadership success were identified and described. This chapter discusses, in 
depth, the seven top behaviors identified in the combined panelists’ rankings. 
Each behavior is examined as it applies to quality leadership in an educational 
setting pursuing a TQM environment. Secondly, this chapter also focuses on the 
issues that surfaced from the rankings of some of the other 31 behaviors. The 
applicability of these behaviors to the corollary research questions is discussed 
in the form of suggestions. Finally, the strengths and weaknesses of this study 
are addressed along with conclusions and recommendations for further study.
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Discussion of Findings
A discussion of the top seven behaviors can be misleading. While these 
seven behaviors have been chosen as the top seven through statistical 
calculation, it is important to understand that in a quality environment, the 
behaviors are interdependent and should be treated as such. Isolation of a 
single behavior, while purposeful for discussion, is not a sensible way to 
measure success. Rather the behaviors must be seen as a totality whose 
combined effect leads to quality leadership and the measurement of the same.
The behavior that received the top ranking in this studying was “develops, 
shares, and focuses on a vision for the organization that leads to the future”.
This behavior forms the cornerstone of the Quality Movement as it relates to both 
Deming’s first point, and is also the behavior referred to most often in the review 
of the literature. The superintendent’s responsibility is to see that such a vision 
is in place and to keep that vision in the forefront. This can be done by ensuring 
that all decisions by the Board and staff align with the vision.
How a vision is created in the system is also important. While it is up to 
the superintendent to establish a vision, the process through which it is created 
can vary. In a quality organization, “visioning” is a collaborative process and 
should involve the fifth ranked behavior that is “participatory decision making”. 
The overwhelming selection of “visioning” as the most important behavior 
suggests that superintendents involved in this study were oriented to quality 
practices even though no one superintendent indicated that there was a formal 
quality program operating in their district.
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The behavior ranked second by the combined group relates directly to the 
first behavior. It was “focuses on the primary activity of the organization -- 
learning”. Learning is the primary reason for school systems existing. One 
would expect, therefore, that any vision statement would relate to this area. The 
description of the behavior is worthy of note. The description is “managing 
attention by directing the focus of employees to what is best for student 
learning”. The behavior depends upon communicating and relating, which are 
two other top ranked behaviors. The notion of relationship supports the 
definition of leadership used in this study which was: “the influence relationship 
that brings about positive intended change in an organization by transforming 
followers into leaders while bringing out the best in both". Relationships are also 
the foundation of the new paradigm of transformational leadership (Yukl, 1989).
This behavioral description raises the issue of how a superintendent 
manages or directs the attention of employees to focus on that which is best for 
students, viewed as learners. This behavior is also an area in which there is 
potential for developing specific strategies for a superintendent's growth and 
development. Deming is quite clear that, in order to be quality leaders, 
superintendents must know the work that they supervise to ensure that they 
never lose touch with the learners throughout their districts. Only by being 
present in the classrooms can the superintendent understand the needs of 
teachers and, through appropriate goal setting, focus the resources of the district 
upon the classroom needs.
The third behavior, that of “maintaining ethical standards and integrity”, 
gives the superintendent long-term credibility in relationships. Of note here is the
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need, not only for the leader to model integrity in professional relationships, but 
also to teach and to hold the team of administrators accountable for ethical 
standards in decision making. A basic course in ethics should be required of 
leaders in the field, perhaps as part of an ongoing credentialing program for 
superintendents.
A servant leadership model should be considered as a means to maintain 
this behavior. Superintendents need to be sure that any decision made is, on 
balance, serving the needs of those most affected by the decision. The decision 
must always fall within the legal bounds of both the laws of the land and Board 
policy. Superintendents, seeking to maintain integrity, must be sure that any 
decision taken is one of which they can be proud.
The behavior ranked fourth indicates that superintendents who served as 
panelists in the study have shifted to a new model of leadership that has 
relationships as its foundation. “Building, maintaining, and fostering relationships 
within and without the organization" is essential in a quality environment. The 
Japanese used this Deming principle, and moved very quickly into the economic 
forefront by establishing relationships with suppliers that did not rely solely on the 
competitive low bid. School systems need to learn from this. Governments need 
to change legislation that requires accepting only low bids.
School systems also need to develop relationships with business partners 
so that the needs of students are being met through more profound knowledge 
of what awaits them beyond their years of formal schooling. The superintendent
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has a major responsibility in cultivating and facilitating the relationships between 
the school system and the external world.
The importance of this behavior cannot be under-estimated within the 
system. Relationships need to be developed between personnel in secondary 
schools and feeder schools, as well as within the schools themselves. The 
isolation that can occur within the school setting must be broken down, and only 
through modelling of this behavior by the superintendent will the whole system 
begin to pay greater attention to the relational nature of leadership.
The fifth behavior was "ensures that leadership is participatory in nature 
and/or encourages decisive decision making at the "action level". This behavior 
requires that leadership be participatory and that teams be empowered to make 
decisions closest to the action. This is a key quality principle espoused by 
Deming that also received support from the literature review. However, the 
demographics, specifically the ages of superintendents, indicate that these 
leaders were raised in a culture that operated on hierarchical principles. This 
means that the practice of participatory decision making may not be in their 
repertoire of skills. This suggests another area in which there should be 
programs designed to support the professional growth and development of 
superintendents.
Decision making should be examined from a systems point of view with 
the intent of instituting more participatory leadership practices within school 
districts. A specific suggestion would be to include the union leaders as part of
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the executive decision making process, while at the same time, ensuring that 
staff are involved in a collaborative manner in site based decision making.
“Communicates continuously and effectively" was ranked sixth by the 
combined group. This behavior, however, had the largest discrepancy between 
the two panels. A discrepancy such as this, raises cause for concern, because 
this behavior is delineated in two of Deming’s principles and is seen as an 
essential characteristic of a quality organization. However, only one third of the 
superintendents even ranked this behavior. Just as in real estate, the adage is 
"location, location, location"; the quality leadership paradigm in a school system 
requires the adage "communication, communication, communication". In the 
past, superintendents have often kept data, such as budgets and achievement 
results, as a means of increasing their power. In an era of leadership through 
relationships, the information is needed for honest communication. In a quality 
organization, information is free flowing and all data is treated as friendly data. If 
negative information is forthcoming, then it is used as an opportunity for 
continuous improvement. Collaboration requires that those involved have the full 
picture in order to make decisions that are in the best interest of the system.
The low rating of this behavior by superintendents suggests an immediate 
need for directing the attention of the superintendents to this critical behavior. 
Freedom of information legislation, that is being passed in every province in 
Canada, will require that a superintendent become a master communicator as 
there will no longer be an opportunity to prevent the free flow of data to all 
citizens and employees.
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The fact that CEOs seem to have a better understanding of the 
importance of this behavior suggests that this is an area where successful 
programs and practices exist in the private sector. Perhaps some of these 
successful programs and practices can be imported from business to the 
educational environment. Xerox’s 'Leading in the 90s", for example, offers an 
industry training program that focuses on communication. Communication, 
therefore, is a behavior that requires attention not only as an indicator but also 
as a need for professional growth and development.
The final behavior in the top seven was “creates and nurtures a learning 
community culture”. No doubt the current impact of authors, such as Senge 
(1990) and Sergiovanni (1992), have had an impact on the choice of this 
behavior. In spite of its current popularity, in a school system, however, this 
behavior should have been an expected practice. Learning is what schools are 
all about. The schools or districts are communities within themselves. For the 
purpose of this study it is important to note, that two of the fundamental 
principles of quality suggested by Deming also emphasize the “learning 
community culture”.
The fact that more CEOs than superintendents ranked this behavior 
indicates that business and industry are more acutely aware of the rapid 
changes taking place in the world and recognize that lifelong learning leads not 
only to quality; but also to survival. School systems have been much slower to 
change. Superintendents may be paying lip service to the concept, and not fully 
understand that each and every employee must be a continuous learner if the 
system is to reach its full potential. Superintendents need to model this
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behavior; the description captured its essence well. It stated that the 
superintendent needs to actively “foster a learning community by demonstrating 
a personal unquenchable thirst for knowledge while providing and supporting 
opportunities for growth”.
The top seven behaviors chosen and discussed above, are linked directly 
to the Quality Movement and provide a list of behaviors that, when taken 
together, constitute successful leadership on the part of superintendents. The 
first two research questions of the study sought to identify and rank behavioral 
indicators of a superintendent's success. This was done. The third research 
question asked if there were perceived differences within or between the groups. 
The small sample did not allow an analysis within the panelist groups. There 
were, however, some issues raised by the differences in the rankings between 
groups. The difference in the ranking of communication as a behavior has been 
dealt with, but other discrepancies outside of the top seven also existed.
Discussion of Discrepancies in Rankings
In examining the data, discrepancies were found and analyzed. Five of 
the discrepancies merit further discussion.
The first discrepancy was found in the 11th ranked behavior of “identifies 
and keeps strong staff in appropriate placements". This behavior was ranked 
sixth by CEOs indicating that a very high priority for business and industry. On 
the other hand, superintendents ranked this behavior 17th, which raises the 
issue of whether this activity received the priority that it should have received
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from the superintendents. A possible explanation lies in the state of teacher 
employment contracts in British Columbia and other provinces that have clauses 
dictating hiring procedures. This is an area that should be considered in the 
current provincial negotiation process. As this is seen as a very important 
behavior in business and industry, the responsibility for staff selection and 
placement should not be abrogated by senior staff. There needs to be the 
leeway, in any provincial contract, for superintendents to meet the needs of 
children through the appropriate placement of staff based upon each teacher's 
unique skills and abilities.
A second discrepancy in the ranking of behaviors was the indicator that 
stated that a successful superintendent “demonstrates/cultivates 
superintendents-board relationships by facilitating effective, informed board 
decision making". Ranked ninth by the superintendents, this behavior is a high 
priority and one which personal experience suggests requires between 40 and 
60% of a superintendent’s working time. The expertise and demands of lay 
boards vary, but the politics of this form of governance often place the 
superintendent in a survival mode. This can cause the focus of the 
superintendent to be directed to matters of politics, rather than education. While 
every organization suffers from its own internal politics, the ranking discrepancy 
here indicates that a superintendent’s role results in their taking a different 
approach in working with their school board than a CEO would take in working 
with a corporate board. The question in a quality environment is whether the 
time and attention given by superintendents to this activity results in any 
improvement to the system.
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It would be doubtful that the needs of children are better served if a 
superintendent’s attention is directed too often to the political aspects of the job. 
This discrepancy suggests that every school board should examine the demands 
placed by its trustees on the superintendent to determine if they meet Deming’s 
quality principles of maintaining a constancy of purpose and driving out fear. 
Often the demands placed on a superintendent by a board result from a lack of 
clear understanding of each other’s role. The time requirements for cultivating 
this relationship could be reduced by a clear understanding of roles. The 
superintendent should concentrate relationship building on the chair of the 
board. Additionally, semi-annual private meetings between the entire board and 
the superintendent, where open and honest feedback was shared on each 
other's perceptions of performance, could assist in driving out any fear that 
hampered the quality performance of both the superintendent and board 
members.
A third discrepancy in the rankings was seen in the different rankings 
given to “recognizing and rewarding excellence”. In this area, superintendents 
must become more aware of the impact that they can have on the personnel in 
the organization. Teachers enjoy receiving praise for their work and need to be 
recognized. Often, the unions object to both the rewards and the manner by 
which praise is given. They are opposed to monetary rewards that smack of 
merit pay but many other alternatives exist. For example, superintendents might 
take time at the end of every week to write personal notes to teachers whom 
they have observed doing good work. They should take the time to read teacher 
reports and send a note complementing the teacher on particular aspects of the 
report. These practices not only serve to build staff moral, which is a quality
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indicator, but also serve as valuable data gathering exercise for the 
superintendent where one models the quality behavior of developing a data rich 
environment. The fact that only two superintendents ranked this behavior in the 
top seven suggests that this is another area in which superintendents could use 
some training and/or look to the private sector and do some benchmarking.
A fourth discrepancy in the rankings was the behavior “continues to 
enhance personal knowledge related to the development/delivery of relevant 
learning systems”. No superintendents chose to rank this behavior. While this 
may be a sign of the frustration with the limited time available for superintendents 
to stay on top of the new thinking, in a field where the future of society lies in the 
hands of the students, superintendents have an obligation to stay abreast of the 
rapidly changing world and, in Deming’s words, acquire profound knowledge.
The fifth discrepancy to be addressed arises from the fact that two 
superintendents selected behavior of “organizing and preparing well”; no CEOs 
chose this behavior. This may indicate that the superintendents who chose this 
behavior remain in a paradigm where leadership was management. These 
behaviors are not high-level leadership behaviors. Their ranking may indicate 
that there are still individuals who give more attention than advisable to the 
managerial tasks of the superintendency. It is also noteworthy that other lower 
level managerial tasks, such as “maintains budget control”, “technically 
competent”, and “ensures that physical facilities and equipment are adequate” 
were not chosen by any of the panelists. This gives hope that the new paradigm 
of leadership, wherein management tasks are subservient to relational issues, is 
taking hold in both business and education.
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Corollary Research Questions
The corollary research questions of this study are best addressed through 
a ‘suggestion’ format. There are two specific suggestions that can be made 
which best summarize and respond to the corollary research questions of this 
study. The first suggestion is that the behaviors identified in this study be used 
to develop a behavioral anchored rating scale. This scale could be used in a 
360° feedback format to gather data for reporting the superintendent’s leadership 
success to the public via a district annual report. The identification of behaviors, 
that both CEOs and superintendents see as important indicators of a 
superintendent’s leadership success, provides the background for a collaborative 
effort on the part of the British Columbia Ministry of Education personnel and 
superintendents to create a feedback instrument. This instrument would serve 
the dual purpose of providing evaluative feedback and reporting data about the 
superintendent’s leadership success. Such a practice would be consistent with 
the TQM philosophy of having a data rich environment. The 360° feedback 
instruments have proven valuable in business organizations, such as American 
Telegraph and Telephone, and have been piloted in School District #45 (West 
Vancouver). The British Columbia Ministry of Education should, at a minimum, 
produce an instrument, focussing on the top seven behaviors, that seeks 
feedback on the leadership behaviors identified in this study. Boards should 
then be required to report on the quality of the superintendent’s leadership in the 
district annual report.
A second suggestion is that the British Columbia Ministry of Education, 
the British Columbia School Superintendents' Association, and the Canadian
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Association of School Administrators collaborate to develop professional 
development programs based upon the top behaviors identified. The programs 
should be directed at enhancing those leadership behaviors that align with the 
Quality Movement. Partnerships with business and industry, whose training 
programs have already been benchmarked, should be explored. This would 
avoid any “reinventing [of] the wheel” and develop stronger ties between leaders 
in business and education.
By implementing the two suggestions above, both corollary research 
questions of this study received an affirmative response.
Strengths of the Study
The strengths of this study are threefold. First, there was a high retention 
rate of the two panelist groups. The retention rate of over 50% from each group 
ensured that the responses were based upon a solid population base overtime. 
A second strength was the consistency in the rankings between the panelist 
groups. The ranking of behaviors, such as "visioning” by both groups in the 
same numbers, enabled the researcher to put greater weight on this finding. 
Finally, it was possible to triangulate the results of this study with the research in 
the literature reviewed and the principles of quality.
Weaknesses of the Study
As with most studies, this one had some weaknesses. First, there was 
both a limited sample size and a limited geographical area. Therefore, the
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findings of the study may be restricted to the province of British Columbia. The 
sample size suggests that a replication of this study with a larger sample would 
be useful to confirm or reject the findings of this study. Another weakness was 
the demographics of the panelists who were predominantly men aged 51-60.
Conclusions
A number of conclusions can be drawn from this study. The first 
conclusion is that it is possible to identify and describe behaviors that can be 
used as indicators of a superintendent’s leadership success. While some 
panelists in this study spoke of how difficult the initial survey was to complete, 
the iterations demonstrated that the panelists did reach consensus on behaviors 
that were key indicators of a superintendent’s leadership success.
A second conclusion that can be drawn from this study is that “visioning”, 
as a behavior, is seen as the most important leadership behaviors. This 
behavior received the highest ranking by both panels, was reported in the most 
studies in the literature review, and was the first principle espoused by Deming. 
The support from all of these sources on a consistent basis indicates that this 
behavior is a necessity if quality leadership is to be modeled.
A third conclusion is that there is a paradigm shift occurring in leadership. 
The “command and control” managerial approach of the Industrial Age is giving 
way to a relational, participatory approach of the Information Age. The evidence 
for this conclusion lies in the choices made by both superintendents and CEOs in 
their ranking of the behaviors. Many managerial and task oriented behaviors
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received no ranking while those behaviors associated with empowerment and 
relationships tended to fall in the top seven behaviors. This study suggests that 
the leadership transformation is well underway and is being embraced by 
superintendents.
A fourth conclusion that can be drawn from this study is that there are 
specific leadership behaviors that require further development and attention by 
superintendents. “Communication” is a behavior that seemed to receive too low 
a ranking from superintendents. Moreover, there appear to be some 
professional development programs that could be imported from industry and, 
with minor modification, used to in-service superintendents. This would be an 
area that would be a valuable use of some of the more than $30 million that the 
British Columbia Ministry of Education spends on professional growth and 
development programs.
A fifth conclusion is that there needs to be greater attention placed on the 
Quality Movement, particularly in the educational realm. Not one superintendent 
reported being involved in a formal TQM model. This suggests that either they 
have not had the exposure to the benefits of this model, or that they are 
choosing to ignore the movement as an approach that is endemic only to 
business and industry. The British Columbia Ministry of Education needs to 
examine how it might foster a quality movement in education The potential 
benefits that have been proven in industry hold promise for education. This may 
provide opportunities for educators to develop partnerships with industry for the 
mutual benefit of all employees.
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Another conclusion is that school boards need to examine the amount of 
time that superintendents devote to the political realm. The superintendents in 
this study viewed developing and maintaining a relationship with the board as a 
very important behavior. This is likely true in current practice but, if the time 
devoted to this area detracts from the superintendent’s real purpose of building a 
quality educational environment, then there needs to be a re-evaluation of 
priorities. A question of the how often the survival mode is required of 
superintendents is relevant to this examination. This may be an area in where it 
would be fruitful for the British Columbia Ministry of Education to investigate.
This study also revealed that CEOs have greater longevity in their role than 
superintendents, but what is not clear is the effect this has on the organization.
There is no questioning the fact, that more studies in this area need to be 
undertaken. The literature reviewed indicated that there was a dearth of studies 
identifying specific behaviors that could be used as indicators of leadership 
success. Mitchell tells us that it is: "... amazing that any thoughtful person is still 
interested in educational administration, particularly the superintendency... The 
position destroys those who are not well prepared, and many who were thought 
to be fully competent” (Mitchell, 1981, p. 40). Identifying behaviors that indicate 
a superintendent's leadership success and then developing specific training 
programs around those behaviors may prevent the tragedy of Mitchell’s 
observation while, at the same time, improving the quality of the system. It is 
only through more research that these behaviors can be confirmed.
Finally, this study has enabled the development of a draft model of a 
behavioral anchored rating scale (See Appendix J). This scale suggests that the
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findings can be incorporated into a Quality measurement tool that enables one to 
gather data on the superintendent's success as a leader in the school system. 
Developing behavioral indicators of a superintendent's success was the purpose 
of this research. Refinement and development of this draft model would enable 
a leadership category to be included with the other indicators (Appendix A) in the 
British Columbia annual reporting system.
Moreover, this rating scale could provide the appropriate data upon which 
a superintendent could delineate a professional growth and development model. 
This provides the data to respond to the fifth research question by providing a 
foundation for a superintendent's leadership, growth, and development plan.
Recommendations for Further Study
The significance of this study was to establish key leadership behaviors 
that could be used by the British Columbia Ministry of Education to launch a 
benchmarking project involving superintendents. A number of areas for further 
study have arisen out of this research. They include:
1. A replication of this study, using a larger sample to confirm the findings, is 
recommended. Such a study should widen the geographical area as well 
as the age and gender group that is sampled;
2. A comparative study that examines school systems implementing a formal 
Total Quality program against those that are not is recommended. More
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concrete information on the success of the TQM model will be available 
as more school systems adopt the model.
3. An experimental study that examines the effect of continuous and 
effective communication within a school district is required. 
Superintendents need to have better knowledge of how, why and when to 
communicate with district personnel.
4. A Delphi study is recommended to examine the reasons that 
superintendents have given the issue of “identifying, selecting, and 
keeping strong staff’ a relatively low ranking. If this is a result of 
unionization, then the effects of a more collaborative approach to the 
union needs to be examined.
5. A survey that examines the practices and successes of “recognizing and 
rewarding excellence” in school districts is needed. Superintendents need 
to develop a repertoire of techniques for showing their appreciation of the 
efforts of employees.
6. A qualitative examination of the time commitment given to cultivating 
board/superintendent relationships and its effectiveness to the overall 
quality of the school system is recommended. There needs to be a clear 
understanding of the effect of such time on the improvement of service in 
a district so that the board and superintendent may allocate time in the 
most efficient manner possible.
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7. A study that determines if these behaviors are applicable to other levels of 
administration in the school system is recommended. This would enable 
a determination of professional growth programs, based on these 
behaviors, applied to both the superintendent and school based 
administrators.
8. A study that benchmarks current professional growth programs in industry 
with a view to establishing their applicability to education would be useful. 
This would eliminate some of the costs of duplicating programs designed 
only for the education sector.
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Appendix A 
School District Annual Report Order
SCHOOL DISTRICT ANNUAL REPORT ORDER 
Authority: School Act, section 98
M inisterial Order 156/94  (M 1 5 6 /9 4 )...........................Effective June 13,1994
Order of the Minister of Education
Key indicators of student and school performance
1. A board must ensure that the annual report prepared 
in accordance with section 98 of the School Act 
includes
(a) a statement of the board's mission, vision or 
purpose for its school district,
(b) a statement of the board's goals or objectives to 
realize the mission, vision or purpose, and
(c) information relating to the key indicators 
listed in column 1 of Schedule 1, and 
incorporating the data described in column 2 
of that Schedule.
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SCHOOL DISTRICT ANNUAL REPORT ORDER 
SCHEDULE 1 
K ey Indicators o f  Student and School Performance
KEY INDICATORS DATA FOR KEY INDICATORS
0  Specified information provided to 
Districts in Information Profiles is 
required to be reported.
• Information which should be used if 
available.
COLUMN 1 COLUMN 2
READING/W RITING
ACHIEVEMENT
Student achievement in 
reading, writing and 
communication skills.
O Provincial Examination results:
- school and district results (for last
5 years)
- percent of students who have
achieved A, B, C
- percent of students who
participated in provincial exams
- number of students who
participated in provincial exams
• Assessments (other than Gr. 12)
- Provincial Learning Assessment





Student achievement in 
mathematics.
O Provincial Examination results:
- school and district results (for last
5 years)
- percent of students who have
achieved A, B, C
- percent of students who
participated in provincial exams
- number of students who
participated in provincial exams
• Assessments (other than Gr. 12)
- Provincial Learning Assessment
Program results as provided by 
the Ministry
• Local information
STUDENT ACHIEVEMENT IN  
OTHER DISCIPLINES.
Student achievement in the four 
strand areas of
Science/Mathematics, Humanities, 
Fine Arts, and Practical Arts.
□  Provincial Examination results:
- school and district results (for last 5 years)
- percent of students who have achieved A,
■ B, C
- percent of students who participated in
provincial exams
- number of students who participated in
provincial exams 
•  Assessments (other than Gr. 12)
- Provincial Learning Assessment Program
results as provided by the Ministry 
•  Local information
British Columbia M inistry o f Education
Legislation and Independent Education E-62 December 13,1994
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SCHOOL DISTRICT ANNUAL REPORT ORDER 
SCHEDULE 1 - Continued
Key Indicators o f Student and School Performance
SCIENTIFIC/TECHNOLOGICAL
LUEEA.CY
Student achievement in areas of 
scientific applications, 
understanding and use of 
technology, and access to and 
manipulation of information. The 
data should draw from the four 
strand areas of
Science/Mathematics, Humanities, 
Fine Arts, Practical Arts and other 
applications.
□  Computer science and technology course 
enrolments (for last 5 years)
• Technology usage in other curriculum areas
•  Local information
SCHOOL COMPLETION RATE
Students who achieve graduation or 
its equivalent. Provincial measure 
consists of the number of students 
who graduate as a percentage of 
those who entered Grade 8 five 
years earlier.
□  Percent of eligible Grade 12's who graduate
□  Percent of Grade 8's who graduate 
• Local information
STUDENT TRANSITIONS
Students who enter the workforce 
directly or enter 
post-secondary studies.
□  Percent eligible for university 
Q Percent going to post-secondary education 
• Local information
CLIENT SATISFACTION
Measures indicating community 
satisfaction with the effectiveness 
of the programs in the district. 
Measures could be direct, or 
inferential, such as financial 
support or participation rates in 
various activities, or survey results.
• Results of district client surveys
• School accreditation surveys
• Local information
STUDENT PREPAREDNESS FOR
e m p l o y m e n t
Measures of success in preparing 
students for employment. Measures 
could be direct, such as employment 
rates, or inferential, such as survey 
questionnaires, or financial support 
or participation rates in various 
activities bv employers.
□  Career program enrolments
• Provincial employer survey
• Local information
British Columbia Ministry of Education
Legislation and Independent Education E-63 December 13,1994
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SCHOOL DISTRICT ANNUAL REPORT ORDER 
SCHEDULE 1 - Continued
SCHOOL OUALITY
Measures that indicate the quality 
of programs in the district. 
Measures could include results of 
school accreditation, school annual 
reports, district-level evaluations.
□  Class size (elementary- secondary 
student/educator ratio [SER])
• Current status of school growth plans
• School Accreditation Status/Results (by 
school)




Measures that describe spending in 
the district in relation to district 
and provincial goals.
Q Budgeted cost per pupil 
□  Learning resources, operating capital and 
total expenditures 
•  Local information
British Columbia Ministry o f Education
Legislation and Independent Education E-64 December 13,1994
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Appendix B 
Education Pilot Criteria Framework
The core values and concepts are 
embodied in seven categories, as 
follows:
1.0 Leadership
2.0 Information and Analysis
3.0 Strategic and Operational 
Planning
4.0 Human Resource 
Development and 
Management
5.0 Educational and Business 
Process Management
6.0 School Performance Results
7.0 Student Focus and Student 
and Stakeholder Satisfaction
The framework connecting and 
integrating the Categories is 
illustrated.
Source —
American Society for Quality Control 
P.O. Box 3005 
Milwaukee, Wl 
53201-3005
The framework has four basic 
elements:
Driver
Senior leadership sets directions, 
creates shared values, goals, and 
systems, and guides the pursuit of 
student and school performance 
improvement.
System
The system comproses the set of 
well-defined and well-designed 
processes for improving the school’s 
performance.
Measures of Progress
Measures of progress provide a 
results-oriented basis for channeling 
actions to delivering ever-improving 
student and school performance.
Goal
The basic aims of the system are the 
delivery of ever-improving 
educational services, leading to 
success and satisfaction.
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Measures o f Progress





■ Research, Scholarship, and Service
■ Efficient Use of Resources





THE IDENTIFICATION OF BEHAVIORAL INDICATORS OF A 
SUPERINTENDENT'S LEADERSHIP SUCCESS-A DELPHI STUDY
Background Information
The main objectives of the study are to:
1. identify the key behaviors that demonstrate successful leadership by a 
superintendent of schools,
2. describe the manner in which the identified behaviors will manifest 
themselves in a superintendent' performance,
3. rank the identified behaviors in order of importance,
It is hoped that the results of the study will serve as a foundation for:
1. developing a behavior anchored rating scale to assist in surveying the 
customer's perception of the superintendent's performance
2. developing indicators which enable reporting on the success of the 
superintendent in the district annual report
3. providing information which could act as a basis for the development of a 
professional growth plan for the superintendent
Your participation is valuable and greatly appreciated!
Doug Player 1075 - 21 st Street
Superintendent of Schools West Vancouver
British Columbia, Canada V7V 4A9
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University of San Diego 
CONSENT TO ACT AS A RESEARCH INFORMANT
Douglas George Player, M. ED. is conducting research to examine behavioral 
indicators of a superintendent's leadership success.
I agree to participate in the study by participating in a Delphi study involving four 
rounds which survey my perceptions and priorities of behavioral indicators of a 
superintendent's success.
I understand that I may not benefit personally from the study, but the new 
knowledge gained will help the investigator examine the differences in the 
perceptions of behavioral indicators of a superintendent's leadership success. 
Participation in this study should not involve any added risks or discomfort to me.
Douglas George Player has provided a written explanation of this study to me. If 
I have other questions I may reach Douglas George Player at either 604-981 
1031 or by FAX at 604-981-1001.
Participation in this research is entirely voluntary. I may refuse to participate or 
withdraw at any time without jeopardy.
Research records will be kept completely confidential. My identity will not be 
disclosed without my written consent. I further understand that the anonymity of 
my district or company affiliation will be preserved. There are no other 
agreements written or verbal, related to this study beyond that expressed on this 
consent form.
Signature of informant Date
Location Date
Signature of principal researcher Date
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DEMOGRAPHIC QUESTIONNAIRE
THE IDENTIFICATION OF BEHAVIORAL INDICATORS OF A 
SUPERINTENDENT'S LEADERSHIP SUCCESS-A DELPHI STUDY
Demographic Questionnaire
Personal Background
Your responses to the following items are requested for the development of an 
overall profile of the respondents participating in this Delphi study. Your specific 
responses will be kept anonymous in the development of this general profile.
1. (a) Name: _______________________________________________
(b) Organization: __________________________________________
(c) Phone Number: { )_
(d) Fax Number: { )_
(e) Your Title: _____
(f) Number of Years in your Present Position:
2. (a) Your Age (check only one):
__________  20-30  51-60
___________ 31-40  61-70
___________ 41-50
(b) Your Gender: _________ Female ____________ Male
3. Number of Employees in your Organization (head count):
(a) _______  500 or fewer (e) ________  2001-2500
(b) _______  501-1000 (f)_________  2501-3000
(c) _______  1001-1500 (g)________  3001-3500
(d) _______  1501-2000 (h)________ more than 3500
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4. Please indicate if your organization has or is currently undertaking a 
formal Total Quality Management program:
___________ Yes __________ No
PLEASE RETURN TO:
Doug Player 
Superintendent of Schools 




If you have any questions, please feel free to call: (604) 981-1031.
THANK YOU FOR YOUR COOPERATION AND ASSISTANCE
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THE IDENTIFICATION OF BEHAVIORAL INDICATORS OF A 
SUPERINTENDENT'S LEADERSHIP SUCCESS-A DELPHI STUDY 
Delphi Instrument
Instructions: This instrument provides the space for each respondent to list 
behaviors that the respondent believes are important to successful leadership by 
a superintendent of schools. The respondent is asked to list a minimum of five 
and a maximum of seven key behaviors to a superintendent's successful 
leadership. The respondent is asked to provide a description of the behavior 
using 25 words or fewer.
Definition of Behavior: A function of the person and the situation in interaction 
with one another.
Definition of Leadership: The influence relationship that brings about positive 
intended change by transforming followers into leaders while bringing out the 
best in both.
Definition of Success: The ability to consistently meet or exceed customer 
expectations.
Example of a response:
Behavior: Asking effective questions
Description of the behavior: The superintendent uses his communication 
skills to seek information from customers by asking effective questions 
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Appendix D 
Participant Responses to Round One
Behavior Description
walking around and 
cheerleading
visiting schools and other workplaces to see and 
hear how people are feeling and finding positive 
achievements to celebrate with them
focus on children and 
their learning
at the board table, staffroom, administrator 
meetings, parent gatherings, always include talk 
about children learning to live their lives more 
effectively and their need to take charge of their 
learning at the earliest age possible (near end of 
primary) Taking charge includes being part of the 
decision-action cycle on matters such as school 
yard behavior, overall learning plan, evaluation of 
achievement ... for these goals children need skills 
(mediation, negotiation, goal setting, ethics,...) in 
addition to the regular curriculum and adults who 
believe and expect children to rise to the occasion.
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focus of the community Establish and keep personal contact with local
leaders of media, government organizations, 
service clubs, business and unions ... Through 
words and actions keep the district (admin., board, 
etc.) thinking about its duality of customers: 
children and taxpayers. Also these two customers 
express apparently differing needs (results and 
competition / comparison) by taxpayers and 
children need their strengths celebrated. Satisfying 
these needs simultaneously is only possible 
through careful planning.
focus on the business • ensure the Board develops and publishes
(purpose) of the school values and beliefs that are subscribed to by all
district
• develop strategic directions that fit values/beliefs
• Foster a working together climate that brings
students, trustees, parents, employees,
organizations ... into a process that produces
priorities and achievements. Formal structures
remain in the background when work of district
is being done.
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consistent practice of • honest, open relationships of high integrity with 
highest ethical individuals, leaders of unions, trustees, etc.
standards
• clear expectations and standards of behavior 
expected and processes to follow-up fairly 
complaints or concerns
focus on people and • growth orientation for all people
participatory leadership
• encouragement and support for people to use
judgment and to be self-reliant in carrying out
daily work
• people need to feel challenged, encouraged and
developed within a climate where people care
about our central purpose "children meaning to
live their lives more effectively"
be attentive, concerned, superintendent shall encourage those involved and
and flexible but firm affected to be included in decision making process
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be respectful of the 
balance between work 
and family 
responsibilities
• superintendent will, by example, show his 
responsibilities to duty to work and family
• superintendent shall not be overly demanding of 
meeting objectives
be decisive superintendent shall investigate problem situations 
expeditiously without too long a delay to arrive at 
problem solving solutions; favoritism shall not enter 
into the resolution process
be supportive of staff • superintendent is the responsible authority in
and take responsibility the District
• he/she shall not absolve his/her self from 
responsibility by laying blame on others
be consistent • superintendent shall interpret policy with set 
guidelines to show connections
• superintendent shall express all policies and 
guidelines so all customers do not misinterpret 
or misunderstand set rules and boundaries
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impacting on leadership • superintendent supports leadership 
of principals and vice- development programs designed by the school-
principals based administrators
• superintendent sets high expectations that 
school-based administrators engage in personal 
development of leadership skills
monitors the system • superintendent leads (by delegation) in the 
creation of monitoring systems with a focus on 
"results" and indicators of quality
• monitoring system is the result of consultation 
and is one that gathers data of use to all levels 
of the system for decision making
serves as a "midwife" to • publicly refers to the vision of the system
the systems (mission) and ensures that opportunity for ail
persons (employees) (parents) (community)
(trustees) have opportunity to help in creating
the vision and in proclaiming the vision
• how: writing, speaking, endorsing, consulting
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• superintendent asks questions (the hard ones) 
re: results and challenges others to engage in 
self and program assessment leading to plans 
for improvement
• superintendent facilitates others to draw 
conclusions about effectiveness of their 
programs, efforts and decisions and does not 
serve the role of judge
building relationships 
with partner groups
superintendent builds personal relationships with 
heads of unions, parents groups, community 
leaders, school administrators, district staff and 
trustees; such is done through visits, meetings, 
social contact, consultation, correspondence
ensuring adherence to superintendent sets personal example and causes
protocols, agreements, all alleged breaches to be properly investigates and
due process, and ethical appropriately responded to
conduct
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accountable for its 
mandate or vision
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facilitates establishment requires review of all programs to ensure that
of priorities within priorities are understood and are acknowledged
constraints of limited and accepted by all partners
resources and with
respect to the system's
mandate
focusing on what really 
counts
The superintendent constantly asks: What do we 
want to achieve? Where do we want to go? And 
then says: What do we have to do to get there?
modeling the behavior The superintendent doesn't just ask others to
he expects of others change. He changes himself. He hands over
responsibility to those who are best able to
accomplish tasks and lets those people determine
best action, etc. He empowers others.




The superintendent listens carefully to parents / 
public / students to ensure the system is focused on 
meeting client / customer needs. The 
superintendent listens to employees carefully to 
ensure the organizational needs and personal 
needs of employees are not in direct conflict. The 
superintendent listens to the solutions brought to 
him by those responsible for executing the business 
of the organization.
The superintendent articulates in word and deeds 
the deep underlying purpose of the school district -  
to educate all students to the limits of their potential 
-  with employees, parents, the public. The 
superintendent is a pastoral shepherd, tending the 
flock -  he oversees the design of a process that 
ensures all employees understand and share with 
each other the key purposes for which they all work. 
(No person is an island, able to survive outside the 
whole.)
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
126
building trust establishing a climate where the individual feels
free to bring forward concerns and to explore those 
concerns with both one-to-one and in management 
group meetings
focusing on the primary 
activity of the 
organization (i.e., 
educating children and 
adults)
consistently acting and encouraging others to act in 
harmony with the primary activity of the district
bringing purpose to Political interference and budget restraint are
chaos creating great confusion. The superintendent must 
constantly help all to cut through this chaos to do 
the best for education.
communication believe that a well-informed board, management, 
staff, students, and public will eventually lead to the 
best education system and set up those systems 
and practice the necessary openness to see that 
communications are effective
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have a values-driven 
(principle centered) 
leadership style
base complex decisions on a set of values and be 
able to articulate those values and justify decisions 
based on those
respect people demonstrate both in words and actions, a belief in 
the inherent worth of people and their ability to 
make a valuable contribution
foster a climate of encourage staff to innovate in program areas and
innovations and risk activity promote innovation both in communication
taking to improve 
students outcomes
and material support
create a learning encourage all staff to belong lifelong learners by
organization serving as an example
integrity is recognized as having principles and values that 
he / she not only expresses but lives by
communication concern for dispensing and sharing information -- 
as required -  in varying working relationships (e.g., 
senior staff -> staff -> community).
Communications are done on a pro-active and in a 
regular manner using clear and precise language
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knowledge As a superintendent of schools, the leader must 
demonstrate a knowledge of educational matters 
and the ability to "move forward". The leader must 
also have a knowledge and grasp of financial and 
human resources issues -  i.e., leadership role is 
greatly expanded from original training as a 
classroom teacher.
organizational skills In the role a superintendent the successful 
individual demonstrates an ability to manage a 
number of diverse and complex issues.
planning / visionary Closely related to organizational ability, the 
successful leader plans for the present needs and 
identifies future needs. The identification of future 
needs not only reflects dealing with the unknown 
but implementing new ventures.
interpersonal skills As a leader, an individual works with many 
individuals and groups. Listening, reasoning, 
mediation, and conflict resolution skills are among 
many others, well applied, are required for success.
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risk taking The ability to know when to take a risk, to expand 
success and not be daunted with failure. At the 
same time, the risks should not be foolhardy
planning for the future The superintendent is able to forecast trends and to 
engage people in taking steps to prepare for 
change circumstances.
engaging in professional The superintendent models engagement in
growth professional development and applies and refines 
acquired skills
facilitating interchange The superintendent employees effective
of ideas communication skills with small and large groups
maintaining political The superintendent is sensitive to the political
equilibrium dynamics of the system and is able to take 
appropriate steps to adjust to system changes and 
personal agendas.
negotiating with unions The superintendent is able to employ conflict
and individuals resolution and collaborative decision making within 
the context of strategic changes and personal / 
organization
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engaging personnel in The superintendent is able to delegate wisely and
their field of to develop teamwork (illegible) with shared vision I
specialization mission / guiding principles
adapting to unforeseen 
requirements
The superintendent is effective in coping with a 
broad agenda and to prioritize needs with skill and 
finesse
interpersonal skills The superintendent is able to utilize a broad range 
of interpersonal skills to communicate with diverse 
groups of people and individuals, thus building a 
culture characterized by trusting an open 
relationship.
competence The superintendent is knowledgeable of the 
organization and of factors which impact on the 
organization. Decisions are made based on an 
appropriate basis and processes are clearly 
established for seeking new knowledge.
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forward looking / 
visionary
The superintendent demonstrates a clear sense of 
direction and is able to build commitment. As a 
vision for the organization. The vision is well 
articulated and the employers are confident that 
there is a clear distinction.
innovative and creative The superintendent demonstrates that she is not 
content with the status quo and articulates / values 
continuous improvement, risk taking and new ideas.
caring The superintendent demonstrates through her 
actions and others, communicative processes that 
she cares both about the people she works with 
and about public education itself.
visible The superintendent is visibly in school and 
meetings and demonstrates that it is important to 
spend her time in interaction with people in various 
facets that impact on the school district.
problem solver and The superintendent is able to resolve conflicts,
seeker solve problems and proactively anticipate potential 
problems that are often effectively solved before 
they become problems.
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personal integrity The superintendent is an excellent role model who
"walks the talk" and demonstrates a commitment to 
a well-articulated set of values.
the superintendent is an The superintendent talks freely about the good and 
advocate for education positive things that are happening in the schools.
The superintendent is aware that the schools 
belong to the community. The superintendent 
directs significant energy in selecting and 
developing the group who directly deliver services 
to young people, the teachers.
The superintendent directs, arranges, implements, 
and/or facilitates growth opportunities for 
employees. The administrator encourages 
involvement in activities that keep staff members on 
the growing edge of trends in the field. The 
superintendent is a people developer. The major 
purpose of delegation is for the growth of the 
individual.
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catalyst in a growth 
environment
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the superintendent has The superintendent has high expectations of self
high performance and others. This person expects to be held
expectations accountable and will hold others accountable for
their performance. The superintendent strives for 
perfection and expects others to do the same. The 
superintendent tends to have an excellent 
understanding of the balance needed between the 
performer and the performance. The 
superintendent is continuously looking for growth 
opportunities for self and others.
The superintendent is a highly skilled listener and 
speaker. The superintendent has considerable 
knowledge of classroom presentation and 
discussion techniques. The opportunity to help 
others in their communication skills gives this 
person satisfaction. There is a conscious effort to 
communicate the positive in situations, always 
conveying the optimistic point of view.
the superintendent is an 
open and honest 
communicator
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the superintendent is 
organized and prepared
Prevention and anticipation are key to the 
superintendent's management and leadership style. 
The superintendent works from specific goals and 
priorities. Highly organized and always prepared 
are characteristic of this person. The 
superintendent has a well-defined order and 
structure in both personal and professional lives.
the superintendent is The superintendent has well-defined thought
self directed through goals. The focus is on school
administration at any level. Other careers are not of
interest to this person. A mission of imparting
society in positive ways through future generations
is the primary life ambition of the superintendent.
The superintendent's life direction is to serve
others.
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the superintendent 
promotes stability and 
objectivity
The superintendent generates a feeling of 
confidence among those supervised. The patience 
and calmness of this person lessen even the most 
tense situations. The administrator makes 
decisions based on data and input from those 
affected. The superintendent does not overreact to 
situations that require stable and objective 
behavior.
communicates The superintendent is open to employees, students,
effectively with parents, and community. Effective, empathetic
education partners listening skills followed by appropriate action 
enhance effective communication skills.
sets direction for the Through effective involvement of the Board,
district employees and parents the superintendent 
identifies district directions and acts in a manner 
that keeps the direction in focus.
manage competently The superintendent has the credentials, knowledge, 
and experience to effectively manage the district 
operations either directly or through delegating 
authority.
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decision making Uses a broad base of input before making
decisions and is comfortable in making the 
decisions.
ethical behavior The superintendent acts and is perceived to be fair 
in dealing with others. Has a strong ethical basis 
from which to operate.
team builder is able to involve others meaningfully by 
empowering them to do their jobs and 
demonstrating confidence in their abilities. Is 
inclusionary in as a broad a way as is practical and 
realistic
visibility The superintendent is observed throughout the 
district and community. Employees see the 
superintendent as a kite as a demonstration of 
general interest.
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ability to communicate • speaking skills 
(fully)
writing skills (concise, clear, understandable)
• reading skills (can interpret and carry our written 
instructions)
• work and communicate in a "team" environment
• can effectively use body language in a positive 
way
• LISTENING SKILLS: This latter being perhaps 
the most important communication skill of all -  
Can he/she hear what was really said -- i.e., get 
the message?
analytical ability To read the signs -- identify the problems -
determine methods of resolving the "challenge". To 
see past the surface -  to want to resolve the issues 
identified.
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flexible and adaptable Can recognize a changed or changing environment
and personally adapt. Can be flexible in the face of 
these changes and be seen to recognize and make 
the necessary adjustments. To sometimes simply 
make the best of the new mandate.
productive To be seen to administer a high quality productive 
enterprise. One that adjusts, changes, and 
continues to deliver service under difficult 
circumstances. Key here is for the chief 
administrator to be personally productive while 
working with teams and delegating.
enthusiastic One who personally believes in what he/she does 
and shows it. Not afraid to be seen to want to be 
the best one can be. Can build a team of 
enthusiastic players. "Nothing great has ever been 
accomplished without enthusiasm."
creative Can analyze the need and come up with new or 
creative solutions. New or better use of resources 
or talent. Can catch the imagination of his staff or 
"audience".
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maturity Prepared to deal with the unexpected -- with
adversity, with criticism -  with change -  with the 
broad "public"... and maintain his/her direction and 
composure --To build on defeat (losses) as well as 
victories in a dignified way.
publicly recognizes, 
rewards and promotes 
excellence in individual 
and group achievement
The superintendent is aware of the positive 
contributions by individuals (teachers, principals, 
trustees, etc.) and groups (school, plenary 
committees, etc.) and takes advantage of 
opportunities to recognize and publicize these 
accomplishments through public forums, written 
letters, reports to the Ministry, etc.
an effective public The superintendent uses his/her communication
speaker skills effectively to promote the messages of the
education system to audiences. The
superintendent looks for opportunities to engage
with the public, and is well respected to capitalize
on these opportunities.
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synthesizes global 
changes to determine 
new directions for
The superintendent is a visionary that stays current 
on global changes and reflects on how these forces 
will affect the education system. The
education (a conceptual superintendent takes action from the information to
thinker) create positive influences of these changes.
is involved in the The superintendent has professional relationships
business and community with business and community leaders. This
influence circle enables him/her to gain insight and information from
others outside the educational system to 
compliment the services of the organization.
manages conflict 
situations effectively
The superintendent is a skilled conflict manager 
that leaves the parties feeling that they were offered 
a fair hearing and the decisions made were for the 
best of the organization as a whole.
visible presence within 
the organization
The superintendent takes every opportunity to be 
seen and leads by example. His/her request for 
change is reinforced by engaging in the similar 
behavior as well.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
141
ability to identify, select 
and keep good staff
Can identify and attract dedicated staff with the 
skills and temperament required to undertake the 
defined job. This includes promotion from within as 
well as new employees.
educational leader Has a clear understanding of the (always changing) 
educational needs and trends and is able to 
articulate these with compelling authority, i.e., is at 
the forefront of understanding the need for change, 
e.g., to more/less vocational training; career 
preparation; co-op; languages; IB; etc.
insures staff growth Ensures that staff at all levels do not get stuck in a 
rut, but will support and implement the changing 
needs and trends and also stay "fresh" and 
motivated.
act with integrity The superintendent has a very important role but 
has limited ability to mandate the changes, rather 
he must convince the Board, the Dept, of Ed. and 
unionized staff as appropriate to support his 
leadership. Integrity is key to gaining this support.
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innovative Able to think laterally and apply innovation to solve 
problems, enhance education, and provide effective 
education in a changing environment and a limited 
budget.
politically competent Able to prevent politics from interfering with the 
operation of the District.
long-term thinking and The superintendent carries out or uses research to
goal setting develop improvements in the school system that will 
be needed in the future by future customers.
listening The superintendent institutes systems for regularly 
receiving comment and criticism from customers 
and staff.
explaining The superintendent makes sure that all staff 
(customer service) and customers understand what 
the school system is doing and why.
representing the The superintendent makes sure that customer
customer concerns are addressed and that customer needs 
and expectations are met by the system.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
143
caring The superintendent takes steps to know if 
customers or service staff are experiencing 
personal distress and allocates resources to 
alleviate it.
rewards performance The superintendent provides incentives to customer 
services staff who exceed customer service targets.
communicate clearly must be able to speak grammatically, enunciate 
clearly, remain on topic
giving direction clearly explains to employees where the 
organization is going, why key decisions are made. 
For example: "We will open a new school because 
we have 300 children moving into the area."
recognition and praise provides positive feedback for contributions "And in 
particular I would like to mention the excellent work 
of Mary."
good humored smiles a lot, observes and comments about the 
humor in a situation (never inappropriately or at 
someone's expense)
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manages time well Keeps a daybook, is on time for appointments, 
preparation of reports, etc., meets deadlines on 
commitments made
listens well Allows speaker to complete their thought. 
Acknowledges an understanding of what the 
speaker said prior to responding: "Jim, what I 
heard you say is that the staff are exhausted and 
need some recognition. Let me suggest the 
following..."
ability to reframe Can verbally or diagrammatically restate a problem,
problems and thereby bring clarity to the situation. "I have 
heard the various concerns presented here tonight 
and, if I have listened well, believe they break down 
into three categories A, B, and C ..."
speaks and writes with Stating position clearly with a few qualifying
confidence phrases or sentences. States opinions whether 
popular or not.
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leads by example The superintendent draws on his/her experience
and broader knowledge and understanding of both 
the "big picture" and specific issues or activities to 
develop and present to followers a positive model 
of desired attitudes and behavior/performance that 
they can, in context, emulate or adopt in, or apply 
or adapt to, their own professional circumstances.
The superintendent creates a mood and 
environment that conveys to all adult stakeholder 
groups and individuals that their direct input and 
(constructive) criticism is both welcome and critical 
to the success of his/her mission, and implements 
appropriate mechanisms, both active and passive, 
to solicit and respond to same.
solicits and welcomes 
stakeholder input and 
criticism
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All District decision-making must be predicated on 
"what's best for the kids". Accordingly, the 
superintendent should spend a significant portion of 
each week in the field engaging in candid 
conversation with children/adolescents representing 
all student constituencies both within and outside 
his/her District, takes their views seriously, and 
factors them into every aspect of decision-making. 
(Also, it is my personal view that it is essential that 
the superintendent always retain and display 
something of the child within his/her character and 
personality.)
is a strong, decisive, and Assuming all input has been solicited and weighed
steadfast leader, even in appropriately, the superintendent must be the
the face of opposition or leader, making and communicating his/her
adversity decisions clearly, rationally and in a timely manner,
and supporting what he/she believes is "right" with
strength and integrity.
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"lives" his/her vision From stakeholder input, experience and training,
and personal philosophies, the superintendent 
develops and actively promotes his/her vision of the 
future of the people and institutions within his/her 
sphere of influence, broadening that sphere beyond 
his/her District as appropriate or necessary to 
influence others in the educational system to adopt 
whatever elements of that vision he/she deems 
beneficial to the system/society at large.
To keep pace with the ever-expanding fields of 
education, management and administration, and in 
order to better understand the rapidly changing 
world his/her students will have to face, the 
superintendent must be possessed of an 
unquenchable thirst for knowledge of all kinds, and 
avail him/herself of every opportunity to learn, both 
formally and informally, especially those that will 
benefit his/her District directly.
is, him/herself, a lifelong 
multi-disciplinary learner 
... the modern equivalent 
of the "Renaissance 
man"
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ensuring that taxpayers 
and parents feel that 
they are getting value for 
money
Communication in several directions -  taxpayers, 
parents, teachers, administrators, students -- 
making sure that all constituencies are heard, that 
their views are weighed and balanced -- and that 
the decision is explained and communicated to the 
stake holders.
ensuring that students Keeping on top of new thinking in relation to
receive a relevant and curricula -- balancing new ideas with traditional
useful all-around subjects -  all in an effort to produce well-rounded
education students able to function in a modern economy.
ensuring that taxpayers The key to success for a school superintendent is
and parents feel that the to have stakeholders feel that it is their school
school system is system. Parents seldom have this feeling.
responsive to their views
ensuring that Services will be delivered by those in the "front
appropriate principals, lines". Much of a school superintendent's function
administrators, and is devoted to putting the right people in key
teachers are in place. locations.
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ensuring that physical 
facilities are adequate to 
the tasks required
ensuring that students 
feel that their views are 
known and understood
is flexible, but focused has established direction for district, but listens to 
everyone to search for ideas that will further 
enhance the goal or its attainment
emphasizes professional continually demonstrates the improvement ethic by
growth for all staff making his learning goals public and demonstrating 
the outcomes of learning and establishing systems 
that encourage all to learn
is familiar with reads widely in many professional areas including
educational and non- education, psychology, history, sociology and fiction
educational editorial and with focus on research and ideas to enhance
research literature education
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is actively involved in is heavily involved in the job of superintendent, but
many interests also has a well-rounded life: spends time with




unlimited wants and 
limited resources
moderates the tendency to "try" to provide children 
and the community all things. Maintain focus on 
the basics and defined by the local educational 
community
good listener self explanatory
flexible self explanatory
sense of humor self explanatory
honesty / integrity self evident
even handed / fair self evident
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The superintendent helps create, nurture and 
develop a vision that is consistent with societal 
trends and directions and that will lead learning 
systems to new levels of relevance and 
accountability: businesses wanting to partner with 
the schools, innovators developing and delivering 
curriculum in the area of the "new basics", 
enthusiasm by students for going to school, positive 
comments by parents / press, and staff using the 
language of change.
The superintendent builds trust and confidence with 
staff, parents, and trustees through consistent 
behavior, moral integrity, personal commitment, and 
thoughtful reactions. (Boy he works hard; he really 
is doing some good things, he listened and 
changed his mind, he's not prepared to "cave in" to 
pressure groups.)
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taking advantage of the The superintendent knows staff strengths and is
"leadable moment" able to align those strengths with opportunities that
contribute to moving the organization towards its 
mission: linking key teachers with a Ministry 
initiative to develop a pilot on Information 
Management.
The superintendent anticipates and deals with 
issues before he is forced to react to them: 
consults and gathers information on a suggested 
Board policy that is anticipated to upset staff.
The superintendent understands his role and 
responsibility to the degree that he knows when he 
must act in a quick and decisive manner for the 
benefit of staff, students and/or parents: (a 
perceived threat to students is met by increased 
security, communication to parents, and awareness 
programs for students.
acting in a decisive 
manner
having the pulse of the 
organization
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communicating The superintendent has procedures in place that
accurately about the provide accurate feedback on the performance
system's successes and levels of programs, students, and staff; and that the
failures superintendent reports publicly in written or oral
form the strengths and areas requiring attention in 
the system (through an annual report that details 
performance in areas of student achievement, 
program performance, resource allocation, etc.)
ability to read non-verbal The superintendent is able to listen and observe the 
cues and/or interpret the verbal and non-verbal messages and is able to 
"real" message in verbal discern what the basic underlying thrust of the
communication discussion is about (a parent's concern about drug
usage in school is tied to a personal tragedy in the 
family).
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
154
Appendix E 
Round One Transition Text Document
Behaviour Description /  Descriptors
walking around visiting schools and other workplaces to see and hear how 
and-cheerieading people are feeling and finding positive achievements to 
celebrate with them
focus on children at the board table, staffroom, administrator meetings, 
and their-learning parent gatherings, always include talk about children 
learning to live their lives more effectively and their need 
to take charge of their learning at the earliest age possible 
(near end of primary) Taking charge includes being part 
of the decision-action cycle on matters such as school 
yard behaviour, overall learning plan, evaluation of 
achievement ... for these goals children need skills 
(mediation, negotiation, goal setting, ethics,...) in addition 
to the regular curriculum and adults who believe and 
expect children to rise to the occasion.
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focus of the Establish and keep personal contact with local leaders
community of media, government organizations, service clubs,
business and unions ... Through words and actions keep 
the district (admin, board, etc.) thinking about its duality 
of customers: children and taxpayers. Also these two 
customers express apparently differing needs (results and 
competition/comparison) by taxpayers and children need 
their strengths celebrated. Satisfying these needs 
simultaneously is only possible through careful planning.
focus on-the • ensure the Board develops and publishes values
business and beliefs that are subscribed to by all
(purpose)-ef4he
school-district • develop strategic directions that fit values/ beliefs
• Foster a working together climate that brings
students, trustees, parents, employees, organizations 
... into a process that produces priorities and 
achievements. Formal structures remain in the 
background when work of district is being done.
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consistent • honest, open relationships of high integrity with
praotioe-of individuals, leaders of unions, trustees, etc.
highest ethical
standards • clear expectations and standards of behaviour
expected and processes to follow-up fairly complaints 
or concerns
focus on people e growth orientation for all people
and-participative
leadership • encouragement and support for people to use
judgment and to be self-reliant in carrying out daily 
work
• people need to feel challenged, encouraged and 
developed within a climate where people care about 
our central purpose "children meaning to live their lives 
more effectively"
be attentivei superintendent shall encourage those involved and
concerned; and affected to be included in decision making process
flexible but firm
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• superintendent will, by example, show his 
responsibilities to duty to work and family
• superintendent shall not be overly demanding of 
meeting objectives
be decisive superintendent shall investigate problem situations
expeditiously without too long a delay to arrive at problem 
solving solutions: favoritism shall not enter into the 
resolution process
be supportive of
f iis fL iio d - fa lfoCILCll I d  I l u u l l V v
responsibility
• superintendent is the responsible authority in the 
District
• he/she shall not absolve his/her self from responsibility 
by laying blame on others
be consistent • superintendent shall interpret policy with set guidelines
to show connections
• superintendent shall express all policies and guidelines 
so all customers do not misinterpret or misunderstand 
set rules and boundaries
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impaGting-eft • superintendent supports leadership development
leadership-of programs designed by the school-based administrators
principals and
vice-principals • superintendent sets high expectations that school-
based administrators engage in personal development
of leadership skills
monitore-the • superintendent leads (by delegation) in the creation of
system monitorina systems with a focus on "results" and
indicators of quality
• monitoring system is the result of consultation and is
one that gathers data of use to all levels of the svstem
for decision making
serves as a • publicly refers to the vision of the system (mission) and
■''midwife1' te>4he ensures that opportunity for all persons (employees)
systems (parents) (community) (trustees) have opportunity to
help in creating the vision and in proclaimina the
vision
• how: writing, speaking, endorsing, consulting
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hold the system • superintendent asks questions (the hard ones) re:
accountable-for results and challenges others to engage in self and
its mandate or program assessment leading to plans for improvement
vision
• superintendent facilitates others to draw conclusions
about effectiveness of their programs, efforts and 
decisions and does not serve the role of judge
superintendent builds personal relationships with 
heads of unions, parents groups, community leaders, 
school administrators, district staff and trustees; such is 
done through visits, meetings, social contact, consultation, 
correspondence
ensuring superintendent sets personal example and causes all
adherence to alleged breaches to be properly investigates and
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facilitates requires review of all programs to ensure that priorities are






focusing on The superintendent constantly asks: What do we want to
what really achieve? Where do we want to go? and then says:
counts What do we have to do to get there?
modeling the The superintendent doesn't just ask others to change. He
behaviour-be changes himself. He hands over responsibility to
expect s-of-othefs those who are best able to accomplish tasks and lets 
those people determine best action, etc. He empowers 
others.
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listening The superintendent listens carefully to parents / public /
attentively students to ensure the system is focused on meeting client
/ customer needs. The superintendent listens to
employees carefully to ensure the organizational needs
and personal needs of employees are not in direct conflict.
The superintendent listens to the solutions brought to him
by those responsible for executing the business of the
organization.
The superintendent articulates in word and deed the deep 
underlying purpose of the school district -- to educate all 
students to the limits of their potential -- with employees, 
parents, the public. The superintendent is a pastoral 
shepherd, tending the flock -  he oversees the design of a 
process which ensures all employers understand and 
share with each other the key purposes for which they all 
work. (No person is an island, able to survive outside the 
whole.)
building trust establishing a climate where the individual feels free to 
bring forward concerns and to explore those concerns 
with both one-to-one and in management group meetings











consistently acting and encouraging others to act in 
harmony with the primary activity of the district
bringing political interference and budget restraint are creating
purpose to great confusion. The superintendent must constantly help
chaos all to cut through this chaos to do the best for education.
communication believe that a well-informed board, management, staff, 
students, and public will eventually lead to the best 
education system and set up those systems and practice 
the necessary openness to see that communications are 
effective
have a values- base complex decisions on a set of values and be able
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respect people demonstrate both in words and actions, a belief in the 




and risk taking-te 
improve-students
encourage staff to innovate in program areas and activity 
promote innovation both in communication and material 
support
create a learning encouraqe all staff to become lifelong learners by
organization serving as an example
integrity is recognized as having principles and values that he / 
she not only expresses but lives by
communication concern for dispensing and sharing information -  as 
required -  in varying working relationships (e.g., senior 
staff -> staff -> community). Communications are done on 
a pro-active and in a regular manner usina clear and 
precise language
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knowledge As a superintendent of schools, the leader must 
demonstrate a knowledge of educational matters and
the ability to "move forward". The leader must also have a 
knowledge and grasp of financial and human resources 
issues -  i.e., leadership role is greatly expanded from 
original training as a classroom teacher.
organizational In the role a superintendent the successful individual
skills demonstrates an ability to manage a number of
diverse and complex issues.
planning4 Closely related to organizational ability, the successful
visionary leader plans for the present needs and identifies future
needs. The identification of future needs not only reflects
dealing with the unknown but implementing new ventures.
interpersonal As a leader, an individual works with many individuals and
skills qroups. Listeninq. reasoninq. mediation, and conflict
resolution skills are amona many others, well applied, are
required for success.
risk taking The ability to know when to take a risk, to expand success
and not be daunted with failure. At the same time, the
risks should not be foolhardy
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planning for the The superintendent is able to forecast trends and to
future engage people in taking steps to prepare for change
circumstances.
engaging in The superintendent models engagement in professional
professional development and applies and refines acquired skills
growth
facilitating The superintendent employees effective communication
interchange of skills with small and larqe aroups
ideas
maintaining The superintendent is sensitive to the political
political dynamics of the system and is able to take appropriate
equilibrium steps to adjust to system changes and personal agendas.
negotiating-with The superintendent is able to employ conflict resolution
unions and and collaborative decision making within the context of
individuals strategic changes and personal / organization
engaging The superintendent is able to delegate wisely and to
personnel in-their develop teamwork (illegible) with shared vision /
field of mission / guiding principles
specialization
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adapting-to The superintendent is effective in coping with a broad




The superintendent is able to utilize a broad range of 
interpersonal skills to communicate with diverse groups 
of people and individuals, thus building a culture 
characterized by trusting an open relationships.
competence The superintendent is knowledgeable of the organization
and of factors which impact on the organization.
Decisions are made based on an appropriate basis and
processes are clearly established for seeking new
knowledge.
forward-looking / The superintendent demonstrates a clear sense o f
visionary direction and is able to build commitment. As a vision
for the organization. The vision is well articulated and the
employers are confident that there is a clear distinction.
innovative and The superintendent demonstrates that she is not content
creative with the status quo and articulates / values continuous
improvement, risk taking and new ideas.
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caring The superintendent demonstrates through her actions and 
others communicative processes that she cares both 
about the people she works with and about public 
education itself.
visible The superintendent is visibly in school and meetings and
demonstrates that it is important to spend her time in
interaction with people in various facets that impact on
the school district.
problem solver The superintendent is able to resolve conflicts, solve
and seeker problems and proactively anticipate potential problems
which are often effectively solved before they become
problems.
personal The superintendent is an excellent role model who "walks
integrity the talk" and demonstrates a commitment to a well-
articulated set of values.
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t h o




The superintendent talks freely about the good and 
positive things that are happening in the schools. The 
superintendent is aware that the schools belong to the 
community. The superintendent directs significant energy 
in selecting and developing the group who directly deliver 
services to young people, the teachers.
f h oII IQ The superintendent directs, arranges, implements, and/or
superintendent is facilitates growth opportunities for employees. The
the-catalyst in a administrator encourages involvement in activities that
growth keep staff members on the growing edge of trends in the
environment field. The superintendent is a people developer. The
major purpose of delegation is for the growth of the
individual.
f h p
V I I W The superintendent has high expectations o f self and
superintendent others. This person expects to be held accountable and
has-high will hold others accountable for their performance. The
performance superintendent strives for perfection and expects others to
expectations do the same. The superintendent tends to have an
excellent understanding of the balance needed between
the performer and the performance. The superintendent is
continuously looking for growth opportunities for self and
others.
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the The superintendent is a highly skilled listener and
superintendent-is speaker. The superintendent has considerable
an-open and knowledge of classroom presentation and discussion
techniques. The opportunity to help others in their 
communication skills gives this person satisfaction. There 
is a conscious effort to communicate the positive in 
situations, always conveying the optimistic point of view.
honest
communicator
the Prevention and anticipation are key to the
superintendent-is superintendent's management and leadership style. The
organized and superintendent works from specific goals and priorities,
prepared Highly organized and always prepared are characteristic of
this person. The superintendent has a well defined order 
and structure in both personal and professional life.
the The superintendent has well defined thought through
superintendent-is goals. The focus is on school administration at any
self directed level. Other careers are not of interest to this person. A
mission of imparting society in positive ways through 
future generations is the primary life ambition of the 
superintendent. The superintendent's life direction is to 
serve others.







The superintendent generates a feelina of confidence 
among those supervised. The patience and calmness of 
this person lessens even the most tense situations. The 
administrator makes decisions based on data and input 
from those affected. The superintendent does not 
overreact to situations which require stable and objective 
behaviour.
communicates The superintendent is open to employees, students,
effectively with parents, and community. Effective, empathetic listening
education skills followed by appropriate action enhance effective
partners communication skills.
sets direction^ Through effective involvement of the Board, employees
the district and parents the superintendent identifies district directions 
and acts in a manner that keeps the direction in focus.
manage The superintendent has the credentials, knowledge, and
competently experience to effectively manage the district operations 
either directly or through delegating authority.
decision making Uses a broad base of input before makinq decisions and 
is comfortable in making the decisions.
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ethical The superintendent acts and is perceived to be fair in
behaviour dealing with others. Has a strong ethical basis from
which to operate.
team builder is able to involve others meaningfully by empowering 
them to do their jobs and demonstrating confidence in 
their abilities. Is inclusionary in as a broad a way as is 
practical and realistic
visibility The superintendent is observed throughout the district 
and community. Employees see the superintendent as a 
kite as a demonstration of general interest.
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• speaking skills
• writing skills (concise, clear, understandable)
• reading skills (can interpret and carry our written 
instructions)
• work and communicate in a "team" environment
• can effectively use body language in a positive way
• LISTENING SKILLS: This latter being perhaps the 
most important communication skill of all -- Can 
he/she hear what was really said -  i.e. get the 
message?
analytical ability To read the signs -  identify the problems -- determine 
methods of resolving the "challenge". To see past the 
surface -  to want to resolve the issues identified.





flexible and Can recognize a changed or changing environment and
adaptable personally adapt. Can be flexible in the face of these
changes and be seen to recognize and make the 
necessary adjustments. To sometimes simply make the 
best of the new mandate.
productive To be seen to administer a high quality productive
enterprise. One that adjusts, changes, and continues to 
deliver service under difficult circumstances. Key here is 
for the chief administrator to be personally productive 
while working with teams and delegating.
enthusiastic One who personally believes in what he/she does and
shows it. Not afraid to be seen to want to be the best 
one can be. Can build a team of enthusiastic players. 
"Nothing great has ever been accomplished without 
enthusiasm."
creative Can analyze the need and come up with new or creative
solutions. New or better use of resources or talent. Can 
catch the imagination of his staff or "audience".
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maturity Prepared to deal with the unexpected -  with adversity,
with criticism -  with change -  with the broad "public"... 
and maintain his/her direction and composure -  To build 
on defeat (losses) as well as victories in a dignified way
pubtidy The superintendent is aware of the positive contributions
recognizes, by individuals (teachers, principals, trustees, etc.) and
rewards and groups (school, plenary committees, etc.) and takes
promotes advantage of opportunities to recognize and publicize
excellence-tn these accomplishments through public forums, written
individual and letters, reports to the Ministry, etc.
§feup
achievement
an effective The superintendent uses his/her communication skills
public speaker effectively to promote the messages of the education
system to audiences. The superintendent looks for
opportunities to engage with the public, and is well
respected to capitalize on these opportunities.
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global changes global changes and reflects on how these forces will affect
to-determine new the education system. The superintendent takes action




is involved in the The superintendent has professional relationships with
business and business and community leaders. This enables him/her
community to gain insight and information from others outside of the
influence circle educational system to compliment the services of the
organization.
manages The superintendent is a skilled conflict manager that
conflict leaves the parties feeling that they were offered a fair
situations hearing and the decisions made were for the best of the
effectively organization as a whole.
visible presence The superintendent takes every opportunity to be seen
within the and leads by example. His/her request for chanae is
organization reinforced by engaging in the similar behaviour as well.




and keep good 
staff
Can identify and attract dedicated staff with the skills 
and temperament required to undertake the defined job. 




Has a clear understanding of the (always changing) 
educational needs and trends and is able to articulate 
these with compelling authority, i.e. is at the forefront of 
understanding the need for change, e.g. to more/less 
vocational training; career preparation; co-op; languages; 
IB; etc. etc.
insures staff Insures that staff at all levels do not get stuck in a rut, but
growth will support and implement the changing needs and trends
and also stay "fresh" and motivated.
act with integrity The superintendent has a very important role but has 
limited ability to mandate the changes, rather he must 
convince the Board, the Dept, of Ed. and unionized staff 
as appropriate to support his leadership. Integrity is key 
to gaining this support.
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innovative Able to think laterally and apply innovation to solve 
problems, enhance education, and provide effective 
education in a changing environment and a limited budget.
politically Able to prevent politics from interfering with the
competent operation of the District.
long-term The superintendent carries out or uses research to
thinking and-goal develop improvements in the school system that will be
setting needed in the future by future customers.
listening The superintendent institutes systems for regularly 
receiving comment and criticism from customers and 
staff.
explaining The superintendent makes sure that all staff (customer 
service) and customers understand what the school 
system is doing and why.
representing the The superintendent makes sure that customer concerns
customer are addressed and that customer needs and expectations 
are met by the system.
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caring The superintendent takes steps to know if customers or 
service staff are experiencing personal distress and 
allocates resources to alleviate it.
rewards The superintendent provides incentives to customer
performance services staff who exceed customer service targets.
communicate must be able to speak grammatically, enunciate clearly,
clearly remain on topic
giving direction clearly explains to employees where the organization
is goinq. why key decisions are made. For example: "We
will open a new school because we have 300 children
moving into the area.
recognition and provides positive feedback for contributions "And in
praise particular I would like to mention the excellent work of
Mary."
good humored smiles a lot, observes and comments about the humor in a
situation (never inappropriately or at someone's expense)
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manages time Keeps a daybook, is on time for appointments.
well preparation of reports, etc., meets deadlines on
commitments made
listens well Allows speaker to complete their thought. Acknowledges
an understanding of what the speaker said prior to
responding: "Jim, what I heard you say is that the staff are
exhausted and need some recognition. Let me suggest
the following..."
ability to reframe Can verbally or diaqrammatically restate a problem, and
problems thereby bring clarity to the situation. "I have heard the
various concerns presented here tonight and, if I have
listened well, believe they break down into three
categories A, B, and C ..."
speaks and Stating position clearly with a few qualifying phrases or
writes with sentences. States opinions whether popular or not.
confidence









The superintendent draws on his/her experience and 
broader knowledge and understanding of both the "big 
picture" and specific issues or activities to develop and 
present to followers a positive model of desired 
attitudes and behavior/performance that they can, in 
context, emulate or adopt in, or apply or adapt to, their 
own professional circumstances.
The superintendent creates a mood and environment that 
conveys to all adult stakeholder groups and individuals 
that their direct input and (constructive) criticism is both 
welcome and critical to the success of his/her mission, and 
implements appropriate mechanisms, both active and 
passive, to solicit and respond to same.
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spends time All District decision-making must be predicated on "what's
with children best for the kids". Accordingly, the superintendent
should spend a significant portion of each week in the 
fie!d_engaging in candid conversation with 
children/adolescents representing all student 
constituencies both within and outside his/her District, 
takes their views seriously, and factors them into every 
aspect of decision-making. (Also, it is my personal view 
that it is essential that the superintendent always retain 
and display something of the child within his/her character 
and personality.)
is a strong, Assuming all input has been solicited and weighed
decisive, and appropriately, the superintendent must be the leader.
steadfast leader, making and communicating his/her decisions clearly,
even in-the face rationally and in a timely manner, and supporting what
of-oppesition-er he/she believes is "right" with strength and integrity.
adversity
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From stakeholder input, experience and training, and 
personal philosophies, the superintendent develops and 
actively promotes his/her vision of the future of the 
people and institutions within his/her sphere of influence, 
broadening that sphere beyond his/her District as 
appropriate or necessary to influence others in the 
educational system to adopt whatever elements of that 
vision he/she deems beneficial to the system/society at 
large.
is, him/herself, a To keep pace with the ever-expanding fields of education,
lifelong multi­ management and administration, and in order to better
disciplinary understand the rapidly changing world his/her students will
learner---the have to face, the superintendent must be possessed of
modern an unquenchable thirst for knowledge of all kinds, and
equivalent of the avail him/herself of every opportunity to learn, both
"Renaissance formally and informally, especially those that will benefit
man" his/her District directly.
ensuring that Communication in several directions -  taxpayers,
taxpayers and parents, teachers, administrators, students -  making sure
parents feel that that all constituencies are heard, that their views are
they are-getting weighed and balanced -  and that the decision is
value for money explained and communicated to the stake holders.




ensuring that Keeping on top of new thinking in relation to curricula -
students receive balancing new ideas with traditional subjects -- all in an
a relevant-and effort to produce well-rounded students able to function in
useful all-around a modern economy.
education
ensuring that The key to success for a school superintendent is to have
taxpayers and stakeholders feel that it is their school system.




ensuring that Services will be delivered by those in the "front lines".
appropriate Much of a school superintendent's function is devoted to
















ie flexible, but has established direction for district, but listens to
focused everyone to search for ideas that will further enhance the
goal or its attainment
emphasizes continually demonstrates the improvement ethic by
professional making his learning qoals public and demonstratina the
growth for all outcomes of learning and establishing systems that
o j a f f  O  V C li r encourage all to learn
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is familiar with reads widely in many professional areas including
educational and education, psychology, history, sociology and fiction with




is actively is heavily involved in the job of superintendent, but also
involved in has a well-rounded life: spends time with family, and in
many interests recreation; has interests outside of the job
recognizes the moderates the tendency to "try" to provide children and
difference the community all thinas. Maintain focus on the




good listener self explanatory
flexible self explanatory
sense of humor self explanatory
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honesty I self evident
integrity
even handed I self evident 
fair
ability to The superintendent helps create, nurture and develop a
promote change vision that is consistent with societal trends and directions 
and that will lead learning systems to new levels of 
relevance and accountability: businesses wanting to 
partner with the schools, innovators developing and 
delivering curriculum in the area of the "new basics", 
enthusiasm by students for going to school, positive 
comments by parents/ press, and staff using the language 
of change.
building trust The superintendent builds trust and confidence with staff,
and-eonfidense parents, and trustees through consistent behavior, moral
integrity, personal commitment, and thoughtful reactions. 
(Boy he works hard; he really is doing some good things, 
he listened and changed his mind, he's not prepared to 
"cave in" to pressure groups.)
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taking -advantage The superintendent knows staff strengths and is able to
ef-the-"leadable align those strengths with opportunities that contribute
moment" to moving the organization towards its mission: linking
key teachers with a Ministry initiative to develop a pilot on 
Information Management.
having the pulse The superintendent anticipates and deals with issues 
of the before he is forced to react to them: consults and
organization gathers information on a suggested Board policy that is
anticipated to upset staff.
acting in-a The superintendent understands his role and responsibility
decisive manner to the degree that he knows when he must act in a quick 
and decisive manner for the benefit of staff, students 
and/or parents: (a perceived threat to students is met by 
increased security, communication to parents, and 
awareness programs for students.







The superintendent has procedures in place that provide 
accurate feedback on the performance levels of programs, 
students, and staff; and that the superintendent reports 
publicly in written or oral form the strengths and areas 
requiring attention in the system (through an annual report 
that details performance in areas of student achievement, 
program performance, resource allocation, etc.)
abUity-to read The superintendent is able to listen and observe the verbal
non-verbal cues and non-verbal messages and is able to discern what the
and/or-interpret basic underlying thrust of the discussion is about (a
the "real" parent's concern about drug usage in school is tied to a
message-in personal tragedy in the family).
verbal
communication
Key to text formats:
bold text = suggested behavior
strikethrough text = text to be deleted
bold and underlined text = suggested descriptor
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Appendix F 
Synthesized Behavior and Description Document
Grouping Behaviour Description / Descriptors
XX ♦ flexible
XX ♦ even handed / fair
01 ♦ walking around
♦ visible «*■ interaction with people in various 
facets
♦ visibility «► observed throughout the district 
and community
♦ visible presence «+ to be seen and leads by example
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♦ leads by example >*► a positive model of desired
attitudes
02 ♦ focus on learning »«► always include talk about children 
learning
>»► adults who believe and expect 
children to rise to the occasion.
♦ focusing on what »*• What do we want to achieve?
really counts
"»► What do we have to do to get
there?
♦ focusing on the »*• prioritize needs with skill
primary activity
♦ spends time with "what's best for the kids"
children
«*► each week in the field
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♦ recognizes the »*• children and the community all
difference between things 
unlimited wants and
limited resources «+ Maintain focus on the basics and
defined by the local educational 
community
03 ♦ focus of the contact with local leaders
community
duality of customers: children and 
taxpayers.
♦ building relationships superintendent builds personal
relationships
♦ maintaining political »»► sensitive to the political dynamics 
equilibrium
♦ involved in business »*■ professional relationships with 
and community business and community
♦ politically competent prevent politics from interfering
with the operation
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♦ representing the 
customer
>«► customer concerns are addressed
♦ solicits and all adult stakeholder
welcomes
stakeholder input
♦ ensuring value for Communication in several
money directions
♦ responsive to views stakeholders feel that it is their
school system
04 ♦ focus on purpose «*■ develops and publishes values
and beliefs
»► develop strategic directions
>“► working together climate
♦ facilitates «► opportunity to help in creating the
establishment of vision
priorities
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♦ sharing the vision »»► deep underlying purpose
'«► pastoral shepherd
♦ bringing purpose to »*• teamwork with shared vision /
chaos mission / guiding principles
♦ have a values-driven »*■ base complex decisions on a set
leadership style of values
♦ planning for the »»► forecast trends
future
♦ visionary >«*■ a clear sense of direction and is
able to build commitment
♦ sets direction
♦ analytical ability read the signs
♦ synthesizes global «*■ visionary
changes
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♦ long-term thinking »*• uses research to develop
improvements
♦ giving direction '»► explains to employees where the 
organization is going
♦ ability to reframe >»► restate a problem
problems
♦ "lives" his/her vision "* From stakeholder input, develops
and actively promotes his/her
vision
♦ flexible, focused
♦ ability to promote
change
♦ "leadable moment" "*• able to align those strengths with
opportunities
w* its mission
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05 ♦ ethical standards »*• honest, open relationships
♦ honesty / integrity »*■ clear expectations and standards
of behaviour
♦ ensuring adherence sets personal example 
to protocols, ethical 
conduct
♦ integrity »* values
»»► lives by
♦ personal integrity «+ "walks the talk"
♦ ethical behaviour strong ethical basis
♦ act with integrity '<*■ Integrity
06 ♦ focus on participative growth orientation
leadership
people need to feel challenged, 
encouraged and developed
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♦ concern »*• included in decision making
'«* supports leadership development 
>»► sets high expectations
♦ modeling the «+ changes himself
behaviour
'»► hands over responsibility
»*• empowers others.
♦ learning organization »»► all staff to become lifelong learners
♦ catalyst in a growth »»► facilitates growth opportunities for
environment employees
♦ decision making broad base of input
♦ team builder »*• involve others meaningfully
♦ insures staff growth
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♦ lifelong multi­ »*• possessed of an unquenchable
disciplinary learner thirst for knowledge of all kinds
♦ professional growth »*■ demonstrates the improvement
ethic
»*• learning goals
07 ♦ balance between
work and family
♦ is actively involved in »*■ well-rounded life
many interests
08 ♦ be decisive »»► favoritism shall not enter
♦ take responsibility
♦ maturity »*• Prepared to deal with the
unexpected
♦ decisive
i*  build on defeat
'»► a dignified way.
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09 ♦ be consistent
10 focus on "results" and indicators of
quality
*► gathers data
♦ hold the system asks questions (the hard ones)
accountable
'«*• facilitates others
♦ high expectations »► high expectations of self and
others
>»► hold others accountable
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♦ promotes stability 
and objectivity
>«* generates a feeling of confidence 
among those supervised
>»► decisions based on data
11 ♦ listening attentively '»► listens carefully
'«*• listens to employees
♦ communication «+ practice the necessary openness
♦ communication »#■ pro-active
♦ interpersonal skills Listening, reasoning, mediation,
and conflict resolution skills
♦ facilitating effective communication skills
interchange
»*■ communicate with diverse groups
»► building a culture
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
200
♦ problem solver and resolve conflicts, solve problems
seeker and proactively anticipate
♦ open and honest "*• highly skilled listener and speaker
communicator
♦ communicates »► Effective, empathetic listening
skills
♦ ability to "team"
communicate
»* LISTENING SKILLS: most
important
♦ an effective public communication skills
speaker
♦ manages conflict skilled conflict manager
situations effectively
♦ listening institutes systems for regularly
receiving comment
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♦ speaks and writes 
with confidence
States opinions whether popular or 
not.
♦ good listener
♦ pulse of the 
organization
»*■ react to them: consults and 
gathers information
♦ communicating
♦ read non-verbal cues
12 ♦ building trust »*• individual feels free to bring 
forward concerns
♦ building trust
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14 ♦ foster a climate; risk 
taking
I I I * ' encourage staff
♦ risk taking I * not be daunted with failure
♦ innovative and 
creative
♦ creative 111* new or creative solutions
♦ innovative
15 ♦ knowledge I I * demonstrate a knowledge of 
educational matters
♦ engaging in 
professional growth
I I * models engagement in 
professional development
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
203
«+ knowledgeable; seeking new 
knowledge.
♦ manage competently »»► knowledge,delegating authority.
♦ educational leader «*■ clear understanding of educational
needs and trends
♦ ensuring that '«+ Keeping on top of new thinking
students receive a 
relevant education
♦ educational and non- reads widely in many professional
educational research areas
16 ♦ organizational skills »»► demonstrates an ability to manage
a number of diverse and complex 
issues.
♦ organized and "*■ Prevention and anticipation
prepared
"*• specific goals and priorities
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♦ productive »*■ personally productive while
working with teams and 
delegating.
♦ manages time well Keeps a daybook
17 ♦ visionary »»► identifies future needs
18 ♦ negotiating '»► conflict resolution
collaborative decision making
19 ♦ advocate for
education
20 ♦ self directed “► focus is on school administration
to serve others.
21 ♦ flexible and flexible in the face of these
adaptable changes and be seen to recognize
22 ♦ enthusiastic '»► Not afraid to be seen to want to be
the best one can be.
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♦ recognition and 
praise
positive feedback for contributions
23 ♦ ability to identify, 
select and keep good 
staff
«*■ identify and attract dedicated staff
♦ good humored




teachers are in place.
«► putting the right people in key 
locations.
♦ sense of humor
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24 ♦ ensuring that
physical facilities are 
adequate
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Appendix G 
Round Three Survey Instrument
WEST VANCOUVER
SCHOOL DISTRICT #45
June 20, 1995 
Dear Delphi Study Participant:
Thank you very much for your speedy responses to Round 2. This is the last 
time I will call upon your time for the survey project.
Please give a rank order for the top seven behaviours that you believe will 
contribute to a superintendent's success as a leader. The behaviour ranked as 
#1 will be the most important and items will progress in descending order.
Due to the urgent need for this data, please send your completed response by 
FAX to (604) 981-1001 bv Tuesday. June 27. 1995.
Most sincerely yours,
Douglas G. Player
T: (604)981-1000 1075 - 21 Street F: (604)981-1001
West Vancouver, B.C.
V7V4A9




The study document has been revised based on your input.
PART III:
P LE A S E  R A N K  BEH A VIO R S IN  O R D ER  O F  
IM PO R TA N C E
(Use (1) to Represent the MOST Important Behaviour, 
(2) to Identify the S econd Most Important Behaviour, etc.)
What are the behaviors that are essential to 
successful 
leadership by a superintendent of schools?
Your
Rank Behavior How demonstrated
1. Exhibits a visible Spends time in the field
presence by interacting with
employing instructional and support
Management By personnel at all levels of
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2. Focuses on the
primary activity of the 
organization -- 
learning
Manages attention by 
directing the focus of 
employees to what is best 
for student learning
3. Builds, maintains, 
and fosters 
relationships within 
and without the 
organization
Cultivates relationships 
with all "customers" and 
partners of the system 
through regular contact 
and communication, e.g., 
using business 
partnerships as a way of 
creating change and 
developing resources
4. Develops, shares, 
and focuses on a 
vision of the 
organization that 
leads to the future
Collaboratively develops a 
vision which the 
Superintendent then 
employs as an underlying 
purpose for all strategic 
goal-setting and decisions
5. Maintains ethical 
standards and 
integrity
Establishes and operates 
on a set of clear 
expectations and 
standards of behavior
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6. Creates and nurtures 
a Learning 
Community culture
Actively fosters a learning 
community by 
demonstrating a personal, 
unquenchable thirst for 
knowledge while providing 
and supporting 
opportunities for employee 
growth and leadership
7. Ensures that 
leadership is 
participatory in 
nature and / or 
encourages decisive 
decision making by 
teams at the "action 
level"
Uses and supports shared 
decision making models 
throughout the system 
while being prepared to 
make decisions when 
convinced they are 
required.
8. Balances work and 
family life
Actively pursues many 
interests, including fitness
..................
9. Is decisive Makes rational decisions in 
a timely manner and 
assumes responsibility for 
same
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10. Is consistent Applies consistent 
principles to actions 
undertaken, insuring 
favoritism does not enter 
into decision making
11. Holds system 
accountable
Maintains a data rich 
environment which 
focuses on results and 
indicators of quality so that 
determination of the 






empathetically listens to all 
constituents, speaks and 
writes well, gathers and 
provides information in a 
proactive manner.
Handles public relations 
duties well.
13. Builds trust Supports a culture in which 
individuals feel free to 
bring forth concerns and or 
make decisions about 
concerns
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14. Respects and cares 
for people and 
encourages the 
same in others
Actions demonstrate a 
belief in the inherent worth 
of each individual
15. Fosters a climate of 
risk-taking
Encourages innovation 
and creativity while 





knowledge related to 
the development / 
delivery of relevant 
learning systems
Keeps abreast of new 




and participating in a 
variety of pro-D activities 
(workshops, conferences)
17. Organizes and 
prepares well
Sets short- and long-term 
goals, delegates tasks, 
and accepts ambiguity in 
complex issues
18. Negotiates Mediates conflict as it 
arises
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19. Advocate for 
education
Seeks opportunities to 
advocate for the benefits 
of education
20. Self-directing Anticipates issues and 
concerns, and acts in a self­
directed manner to deal with 
them
21. Adaptable and 
flexible
Demonstrates a 
willingness to adjust 
actions to the situation at 
hand
22. Recognizes and 
rewards excellence
Actively praises behaviors 
that lead to and 
demonstrate excellence
23. Identifies, selects 
and keeps strong 
staff in appropriate 
placements
Gives the required attention 
to recruiting and hiring staff 
as well as to placements that 
are challenging and growth 
enhancing while correctly 
identifying staffs strengths 
and weaknesses
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24. Ensures that




planning and budgeting a 
desire to provide adequate 
facilities and equipment
25. Displays a positive 
attitude
Reacts well in difficult 
times. Is a coach and role 
model.
26. Good work ethic Meets commitments and 
time lines can be relied 
upon.
27. Maintains budget 
control
Oversees and operates 
within budget.
Is innovative in seeking 
legitimate financial 
solutions.
28. Provides adequate 
preparation for board 
members
Provides a good induction 
for new Board members, 
allowing them to be 
effective as quickly as 
possible.
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Provides and interprets 
data to elected officials to 




Uses current technology to 
assist in performance of 
duties
31. Is charismatic Displays enthusiasm which 
captures the constituents' 
attention
Detail of Survey Administration:
In Round Two, participants were given the opportunity to review their personal 
responses against the total survey response and verify the interpretation made 
of demonstrated behaviors. This verification (or "echo check") lead to requests 
for the inclusion of two indicators seen as distinctly separate from the 
interpretation made. In addition, this round also generated five new indicators 
for the final survey instrument.
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Appendix H 
Triangulation of Top Seven Behavioral Indicators 





Deming's 14 Points 
(1986)
Develops, shares, Steiner (1983) Point 1: Create a
and focuses on a Kouzes & Posner (1987) constancy of purpose
vision of the Shaskin & Burke (1990) for improvement of
organization that Truskie (1990) product and service.
leads to the future Lee (1991)
Newton (1991)
Kirby (1992)
Eggers & Leahy (1994) 
Collins & Parras (1994) 
Toney (1994)
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Focuses on the 
primary activity of the 
organization -  
learning
as above Point 7: Adopt and 
institute leadership.
Maintains ethical Kouzes & Posner (1987) Point 12: Removes
standards and Kirby (1992) barriers that rob
integrity Tomey (1994) people of pride of 
workmanship.
Builds, maintains, Hersey & Blanchard (1969) Point 9: Breakdown
and fosters House (1971) barriers between
relationships within Burns (1978) staff areas.
and without Sales (1989)
organization Tjosvold (1991) Point 5: Improve
Kearns (1992) constantly and
Maxwell (1993) forever the system of
Toney (1994) production and 
service.







decision making by 

















Eggers & Leahy (1994) 
Thomas (1994)
Point 9: Breakdown 
barriers between 
staff areas.
Point 8: Drive out 
fear
Point 14: Take 
action to accomplish 
the transformation.
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Creates and nurtures Deming (1986) 
a Learning Newton (1991)
Community culture
Point 13: Initiate a 
rigorous program of 
education and 
training.
Point 6: Institute 
training and 
retraining.
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Appendix I 
Statistical Report on Participant Responses
What are the behaviors that are essential to 




1. Exhibits a Spends time in the n= 2 n= 3 n= 5
visible field interacting with t= 11 t= 15 t= 26
presence by instructional and m= 5.50 m= 5.00 m= 5.20
employing support personnel Rank 14 Rank 12 Rank 13
Management at all levels of the





2. Focuses on the Manages attention n= 7 n= 12 n= 19
primary activity by directing the t= 32.5 t= 70 t= 102.5
of the focus of employees m= 4.64 m= 5.83 m= 5.40
organization - to what is best for Rank 7 Rank 1 Rank 2
learning student learning
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Behavior How CEOs Supts Total
demonstrated
3. Builds, Cultivates n= 10 n= 9 n= 19
maintains, and relationships with all t= 38 t= 42 t= 80
fosters "customers" and m= 3.80 m= 4.67 m= 4.21
relationships partners of the Rank 3 Rank 4 Rank 4
within and system through
without the regular contact and
organization communication, 
e.g., using business 
partnerships as a 






focuses on a 
vision of the 
organization 
that leads to 
the future
Collaboratively 
develops a vision 
which the 
Superintendent 
then employs as an 
underlying purpose 















5. Maintains Establishes and n= 7 n= 10 n= 17
ethical operates on a set of t= 37 t= 53 t= 90
standards and clear expectations m= 5.29 m= 5.30 m= 5.29
integrity and standards of Rank 4 Rank 3 Rank 3
behavior





6. Creates and Actively fosters a n= 7 n= 5 n= 12
nurtures a learning community t= 37 t= 23 t= 60











Rank 5 Rank 7 Rank 7
7. Ensures that Uses and supports n= 10 n= 12 n= 22
leadership is shared decision t= 30.5 t= 37 t= 67.5
participatory in making models m= 3.05 m= 3.08 m= 3.07





teams at the 
"action level"
throughout the 
system while being 
prepared to make 
decisions when 
convinced they are 
required.
Rank 8 Rank 5 Rank 5
8. Balances work Actively pursues n= 2 n= 2 n= 4











9. Is decisive Makes rational 






















10. Is consistent Applies consistent n= 1 n= 0 n= 1
principles to actions t= 1 t= t= 1
undertaken, m= 1.00 m= m= 1.00
insuring favoritism 
does not enter into 
decision making
Rank 23 Rank 22 Rank 25
11. Holds system Maintains a data
accountable rich environment
which focuses on 
results and 
indicators of quality 
so that




12. Communicates Actively and n= 10 n= 5 n= 15
continuously empathetically t=46 t= 17 t= 63
and effectively listens to all m= 4.60 m= 3.40 m= 4.20
constituents, Rank 2 Rank 11 Rank 6
speaks and writes 
well, gathers and 
provides 






















13. Builds trust Supports a culture n= 6 n= 6 n= 12
in which individuals t= 18 t= 34 t= 52
feel free to bring m= 3.00 m= 5.67 m= 4.33
forth concerns and 
or make decisions 
about concerns
Rank 11 Rank 6 Rank 8
14. Respects and Actions
CDiic 00iic n= 14
cares for demonstrate a t= 21 t= 22 t= 43
people and belief in the m= 3.50 m= 2.75 m= 3.07
encourages 
the same in 
others
inherent worth of 
each individual
Rank 9 Rank 8 Rank 9
15. Fosters a Encourages n= 5 n= 4 n= 9
climate of risk- innovation and t= 12.5 t= 12 t= 24.5
taking creativity while m= 2.50 m= 3.00 m= 2.72
viewing honest Rank 13 Rank 13 Rank 14
failure as a positive
learning opportunity
16. Continues to Keeps abreast of n= 3 n= 0 n= 3
enhance new thinking by t= 9 t= t= 9
personal reading (business, m= 3.00 m= m= 3.00
knowledge professional, Rank 22 Rank 22 Rank 22
related to the technical, social,
development / psychological
delivery of journals) and
relevant participating in a









17. Organizes and 
prepares well
































19. Advocate for 
education
Seeks opportunities 















20. Self-directing Anticipates issues 
and concerns, and 
acts in a self­














21. Adaptable and 
flexible
Demonstrates a 
willingness to adjust 


















behaviors that lead 
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Behavior How CEOs Supts Total
demonstrated
23. Identifies, Gives the required n= 6 n= 3 n= 9
selects and attention to t= 33 t= 4 t= 37
keeps strong recruiting and hiring m= 5.50 m= 1.33 m= 4.11
staff in staff as well as to Rank 6 Rank 17 Rank 11
appropriate placements that are













and budgeting a 















25. Displays a 
positive 
attitude
Reacts well in 
difficult times. Isa 














26. Good work 
ethic
Meets commitments 



















27. Maintains Oversees and n= 0 n= 0 n= 0
budget control operates within 
budget.












28. Provides Provides a good n= 0 n= 1 n= 1
adequate induction for new t= t= 3 t= 3
preparation for Board members, m= m= 3.00 m= 3.00
board
members
allowing them to be 
effective as quickly 
as possible.
Rank 24 Rank 19 Rank 24
29. Demonstrates / Provides and n= 2 n= 8 n= 10
cultivates interprets data to t= 8 t= 20 t= 28









making for the 
district
Rank 17 Rank 9 Rank 12
30. Technically Uses current n= 0 n= 0 n= 0
competent technology to assist 
















31. Is charismatic Displays
oIIc oiic n= 0
enthusiasm which t= t= t=
captures the m= m= m=
constituents' Rank 24 Rank 22 Rank 26
attention
KEY:
n= number of times item scored in top seven behaviours
t= total number of points ascribed to this behaviour determined as:
Rank 1=7 points; Rank 2=6 points; Rank 3=5 points; Rank 4=4 points; 
Rank 5=3 points; Rank 6=2 points; Rank 7= 1 point 
m= mean or average score
Rank relative ranking of this behaviour to all (31) behaviors within this group
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Appendix J 
Behaviorally Anchored Rating Scale Model
Develops, shares, and focuses on a vision for the organization
that leads to the future
does not publishes and expresses collaboratively collaboratively
express or promotes his/her vision develops a develops a
promote a his/her and employs vision with vision with
vision for the personal it as an internal all customers
organization vision for the underlying customers which he/she
organization purpose for which he/she then employs
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Focuses on the primary activity of the organization ~  learning
does not comments on occasionally often manages
manage the the purpose attempts to promotes the attention by
attention by of the direct the focus of the continuously
directing the organization - attention of organization directing the
focus of - learning employees to by directing focus of the
employees to when the focus of employees' employees to
what is best prodded the attention to what is best
for student organization student for student
learning learning learning
Maintains ethical standards and integrity
has no expectations establishes establishes establishes
expectations and but does not and usually and operates
or standards standards of model operates on a on a clear set
of behavior behavior are expectations clear set of of
varied or or standards expectations expectations
unclear of behavior and and
standards of standards of
behavior behavior
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Ensures that leadership is participatory in nature 
and/or encourages decisive decision making 
by teams at the "action level"
makes all consults but uses shared occasionally uses and
decisions in retains decision uses and supports
an autocratic responsibility making in supports shared
manner for all some parts shared decision
decision of system decision making
making and making models
authority periodically models throughout
delegates throughout the system
responsibility the system while being
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Communicates continuously and effectively
communicatio 








in any form 
and keeps 
information 
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Appendix K
Design & Secure Approval 
of Methods & Processes1
Select Panelists
CEOs I Superintendents
selected I selected I selected
Complete materials for 






lA nalyze  returns and  
p rep are  m ateria ls  for 
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[Analyze returns and 
prepare materials for 
[Round 2 & distribute
Remind
Panelists
No X  All
returned?
Yes
[Analyze returns and 
prepare materials for 
[Round 3 & distribute
Remind No x Allreturned?
Panelists
Analyze data and complete 
writing of dissertation
Defend dissertation!
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